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Health and Wellbeing Boards (HWBs) are statutory partnerships established under the 
Health and Social Care Act 2012. They bring together partners within the NHS, public health, 
;S┌ﾉデ ゲﾗIｷ;ﾉ I;ヴW ;ﾐS IｴｷﾉSヴWﾐげゲ ゲWヴ┗ｷIWゲが ;ゲ ┘Wﾉﾉ ;ゲ local authority elected members and 
representatives from Healthwatch in an effort to ensure strategic planning based on local 
health needs. HWBs became fully operational statutory bodies in April 2013, after almost 
two years in shadow form. Local authorities and clinical commissioning groups (CCGs) have 
statutory duties to develop Joint Strategic Needs Assessments (JSNAs) and Joint Health and 
Wellbeing Strategies (JHWSs) to be discharged through the board. HWBs also have a duty to 
encourage integrated working between commissioners of health and social care services in 
their area.  
Though generally welcomed, these changes were implemented during a time of 
unprecedented financial pressures on local authorities and of changing patterns of need 
that demand new ways of thinking and working in how health improvement and wellbeing 
are delivered. A team led by Durham University, in collaboration with Sheffield University, 
the London School of Hygiene and Tropical Medicine, and independent colleagues, has been 
funded by the Department of Health Policy Research Programme to conduct a national 
evaluation of HWBs.   
 
Methods 
The study focused upon a number of aspects around the configuration, operation, and 
impact of HWBs. The research questions in the study included:  
 How are HWBs viewed by key actors, particularly in terms of relationships, 
leadership, governance and accountability? 
 How successful has reconfiguration of the policy landscape resulting from the Health 
and Social Care Act 2012 been in shifting power in order to meet policy objectives for 
health improvement and reduced inequalities?  
 Are HWBs extending democracy?  
 What are the barriers and facilitators to enhanced collective decision-making?  
 How are HWBs using joint strategic needs assessments and health and wellbeing 
strategies to inform local priorities?  
 Are HWBs leading to more integrated service provision between health and social 
care? 
 Have any improvements in outcomes or process measures in relation to health and 




These questions are addressed in HヴｷWa ｷﾐ デｴW けOverview of study findingsげ below in this 
Executive Summary and in detail in Chapters 4 to 4.5. of the report.  
To address these questions, data were collected from multiple sources: (1) a literature 
review focusing on partnership working and system leadership に Work Package 1 (WP1); (2) 
national interviews with key policy actors involved in setting up HWBs and a national online 
survey of HWB chairs and Directors of Public Health に Work Package 2 (WP2); (3) in-depth 
fieldwork conducted in five local authorities involving two rounds of interviews (initial and 
follow up), follow up national interviews with key policy actors involved in setting up HWBs, 
focus groups and selected observations に Work Package 3 (WP3). Finally, Work Package 4 
(WP4) consisted of delivering local workshops and a national event to disseminate good 
practice and make recommendations to assist future HWB development. The following 
overview details the findings from the first three Work Packages. 
 
Overview of study findings  
How are HWBs viewed by key actors, particularly in terms of relationships, leadership, 
governance and accountability? 
 In our literature review, it was found that widespread progress was being made 
across some common themes, such as the building relationships between HWB 
members, using development sessions or informal meetings to clarify priorities; 
developing sub-structures and working groups to support the HWB; and using the 
Better Care Fund (BCF) to provide a focus for their efforts. However, progress had 
been slower than anticipated and many boards were still some way off from acting 
as a driver on key issues.  
 A key challenge from the literature review arose from the absence of statutory 
ヮﾗ┘Wヴゲ ;ﾐS デｴW ﾐWWS aﾗヴ Hﾗ;ヴSゲ デﾗ ;Iケ┌ｷヴW けゲﾗaデ ヮﾗ┘Wヴげ ;ゲ ｷﾐaﾉ┌WﾐIWヴゲ ;ﾐS 
negotiators of change. Questions arose regarding both the form that leadership 
should take and the skills and attributes of individuals needed to enact such 
leadership.  
 Many HWBs were yet to position themselves as the key strategic forum for driving 
the health and wellbeing agenda. The review concluded that recent literature 
SWﾏﾗﾐゲデヴ;デWS デｴ;デ HWBゲ ヴWﾏ;ｷﾐ ; I;ゲW ﾗa け┘ﾗヴﾆ ｷﾐ ヮヴﾗｪヴWゲゲげ ┘ｴWﾐ ｷデ I;ﾏW デﾗ 
leadership, collaborative working and integrated service provision. It also suggested 
that many of the lessons from previous models of partnership working had not 
informed the working practices of HWBs. 
 From our national interviews with key policy actors involved in setting up HWBs, in 
terms of leadership, there were multiple views on the nature of good leadership, 
what it means, how it is identified, and how it is developed. 
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 A consistent finding from the national survey was the level of variation between 
HWBs in terms of their size, membership, governance arrangements, priorities and 
workload. They had a range of priorities, although obesity, an ageing population and 
mental health were identified by many respondents. These priorities were expressed 
in many different ways, from specific output- related targets to overall strategic 
ｷﾐデWﾐデく Iデ ┘;ゲ W┗ｷSWﾐデ デｴ;デ デｴWヴW ┘;ゲ ﾐﾗデ ; けﾗﾐW ゲｷ┣W aｷデゲ ;ﾉﾉげ ;ヮヮヴﾗ;Iｴ デﾗ HWBゲく 
 A lack of strategic direction and a focus on clear objectives on the part of HWBs was 
a common theme amongst participants in the interviews (WP3 above). 
 Participants in part of WP3 also believed Boards were generally not viewed as 
system leaders, more a collection of leaders accountable to their own organisation; 
each with its own (often conflicting) priorities and working in organisational silos 
with partners not held to account. 
 Despite the concerns and weaknesses over ownership and accountability of the 
JHWS in WP3, it was also recognised that HWBs were the only forum at present 
where the system came together however imperfectly. 
How successful has reconfiguration of the policy landscape resulting from the Health and 
Social Care Act 2012 been in shifting power in order to meet policy objectives for health 
improvement and reduced inequalities?  
 Our national actor interviewees voiced concern that HWBs were established as 
partnerships, a favoured policy instrument used by government, without much 
evidence of previous success.  
 A finding from WP3 was that participants believed that relationships and trust 
matter in HWBs; having the appropriate individuals in the key organisations willing 
to invest the time, commitment and energy to create a successful partnership are 
key elements that can mean the difference between success and failure. 
 From our national interviews a key concern was with the introduction and operation 
of HWBs being set against a backdrop of policy tension and conflict. One of these 
tensions was between the meta-policy of localism and the desire to ensure 
consistency between local authorities, although there was a clear difference of 
understanding and narrative around the notion of localism. For some interviewees, 
the introduction of HWBs and the transfer of public health responsibilities to local 
authorities was seen an example of the increasing fragmentation of the system. In 
comparison, others saw localism as desirable, bringing decisions about place and 
personalisation to a local level. But there were also tensions locally, both because of 
cultural differences between key HWB partners and because of differences in 
targets, performance frameworks and policy expectations between partners. A 
further tension was created by fuzzy, sometimes conflicting, policy objectives. 
Several examples were provided, one of which was the tension between a focus on 
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being transformational and transactional respectively, particularly in terms of the 
BCF. 
 Respondents from WP3 noted that institutional complexity and competing system 
hierarchies (e.g. the demands and priorities of Sustainability and Transformation 
Plans (STPs), NHS and policy initiatives such as the BCF) tended to result in the 
dilution of local priorities and focus of HWBs. 
 Many in our WP3 work package said that STPs side-lined HWBs, since they were 
perceived as having a larger geographical footprint and a degree of power and 
influence which HWBs did not possess.  
 There was some concern from respondents in WP3 that there was a lack of focus 
and action on health determinants and inequalities.           
Are HWBs extending democracy?  
 There was widespread acknowledgement that little had been achieved by HWBs in 
terms of public and user involvement.  
 Healthwatch were generally seen as engaged and contributing to and challenging 
HWBs, but there were issues about their role in terms of acting as a conduit for 
public engagement for HWBs. 
 In regard to VCF sector organisations, HWBs had not capitalised on previous (better) 
engagement processes and a lack of investment in infrastructure to the sector had 
hindered engagement with inconsistent engagement across HWB footprints.  
What are the barriers and facilitators to enhanced collective decision-making?  
 Decisions were viewed by respondents in WP3 as taking place elsewhere in the 
system by partner organisations and at different levels, rather than within the HWB. 
Boards were not viewed generally as decision-making bodies but rather as bodies to 
ratify decisions with a lack of challenge and accountability from, and to, partners on 
デｴW Hﾗ;ヴSく Bﾗ;ヴSゲ デWﾐSWS デﾗ けヴ┌HHWヴ ゲデ;ﾏヮげ SWIｷゲｷﾗﾐゲ, which were often deferred to 
sub-groups due to HWBs meeting infrequently (and in public). HWBs had no formal 
executive power and were reliaﾐデ ﾗﾐ けゲﾗaデ ヮﾗ┘Wヴげ デﾗ ｷﾐaﾉ┌WﾐIW デｴW ゲ┞ゲデWﾏ.  
 
How are HWBs using joint strategic needs assessments and health and wellbeing 
strategies to inform local priorities?  
 A lack of strategic join-up was evident in WP3, for example in respect of the JHWS 
and other policy initiatives where there was (at both strategic and operational levels) 
little ownership of the JWHS, with a lack of accountability for elements of the 
strategy. The strategies were not regarded as an integral part of the health and 





Are HWBs leading to more integrated service provision between health and social care? 
 Significant developments were evident in two case study sites from WP3, but in one 
site this integration was overseen by the HWB and in another site it was a process 
(largely for historical reasons) separate from the board. This demonstrates how far 
factors such as history and the development of partnerships (which had historically 
been developed in both sites in terms of work on integration) could make a 
significant difference.  
 Concern expressed in four of the five study sites over how the integration of health 
and social care and the BCF could dominate the focus of boards (as opposed to the 
actual work  on integration in three sites) to the detriment, to some extent, of a 
focus on the wider determinants of health.  
 Overall, historical context, good relationships/partnerships and trust were key 
drivers to work on integration.  
  
Have any improvements in outcomes or process measures in relation to health and 
wellbeing been identified by HWBs and if so, what are these? 
 Our national survey found that respondents identified significant barriers to 
successfully delivering against policy objectives for HWBs, including challenges 
related to developing and maintaining good relationships between partners, 
reducing resources coupled with increasing need, and the complexity of the health 
and wellbeing system. Despite these challenges, respondents were generally positive 
about the ability of HWBs to deliver against stated policy objectives and to improve 
outcomes in terms of prevention, service integration, tackling health inequalities and 
enhanced democracy. Although a range of output and outcome measures and 
reporting mechanisms were identified by respondents, it was evident that some 
issues were yet to be addressed, including attribution (particularly in relation to 
preventative and public health interventions) and resources.      
 
In terms of outcomes, across the majority of study sites in WP3, there was an absence of 
outcomes which could be clearly attributable to the HWB. The reasons for this included the 
following factors:  
 Insufficient accountability, a lack of strategic focus and not enough monitoring (with 
some HWBs having no systems in place for performance management) were cited as 
key factors in terms of there being a deficiency of outcomes.  
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 The study sites did not overall offer much evidence of outcomes that were driven 
specifically by HWBs or how they linked to the overall JHWS or were driven by the 
JSNA.  
 There was also evidence that some outcomes were generally process-based, for 
example, improved relationships and communication between partners and in one 
site improved procedures on integrated care commissioning.  
 An important point was the extent to which Hﾗ;ヴSゲ ┘WヴW けヴWデヴﾗ-aｷデデｷﾐｪげ デｴW JHW“ デﾗ 
existing programmes, with the outcomes being けH;SｪWSげ ;ゲ ; HWB ﾗ┌デIﾗﾏW SWゲヮｷデW 
possibly being achieved anyway, and how much of a role the HWB had in acting as a 
system leader in co-ordinating areas of work to ensure that activities moved at a 
faster pace due to the co-ordinating efforts of the HWB.  
 Respondents from our national follow-up interviews argued that good system 
leadership, engagement by partners and having defined goals were seen as essential 
requirements for successful outcomes.  
  
Conclusions  
Our research has demonstrated that, by and large, respondents valued HWBs and were only 
too well aware that they are the only place where the system can come together. Boards 
ｴ;┗W デｴW ヮﾗデWﾐデｷ;ﾉ デﾗ ;Iデが ;ゲ ﾗﾐW ヮ;ヴデｷIｷヮ;ﾐデ ヮ┌デ ｷデが ;ゲ けデｴW HW;デｷﾐｪ ｴW;ヴデげ ﾗa ｴW;ﾉデｴ ｷﾐ デｴW 
local landscape. Unfortunately, HWBs in their current form are for the most part unable to 
occupy this pivotal role or to function accordingly. They have little power to hold partners 
and organisations to account, and other place-based mechanisms1, notably STPs/ACSs, have 
a larger geographical footprint and arguably more traction on the system because of the 
investment in them.  It is hardly surprising, therefore, that STPs were viewed by study 
participants as potentially eclipsing HWBs. With the advent of ACSs (now referred to as 
Integrated Care Systems or Partnerships), the eclipse risks becoming total.    
It is no exaggeration to conclude, as speakers at the project national event in September 
2017 did, that HWBs are currently at a crossroads with two possible future scenarios ahead 
of them.  The first scenario involves HWBs being revisited and reconstituted to assume 
responsibility as the accountable organisation for the delivery of place-based population 
health in an area, with STPs/ACSs and CCGs being held accountable to boards.  
An alternative scenario would see HWBs merely becoming, or continuing to be on the basis 
of the evidence from our study, talking shops which are effectively left to wither on the vine 
as STPs/ACSs effectively take over their role and function.  We suggest this second scenario 
would be regrettable for a number of reasons notably the following:  HWBs enjoy member 
participation from the highest levels in partner organisations; they are the only body with a 
democratic accountability and the only body able to connect with, and respond to, local 
                                                          
1




Iﾗﾏﾏ┌ﾐｷデｷWゲく TｴW┞ ;ヴWが デｴWヴWaﾗヴWが ┘Wﾉﾉ ヮﾉ;IWS デﾗ ;Iデ ;ゲ けデｴW HW;デｷﾐｪ ｴW;ヴデげ ｷﾐ IﾗﾗヴSｷﾐ;デｷﾐｪ 
population health. Unfortunately, in their present form they do not have the power to hold 
partners to account and act as a binding decision-making body.  Consequently, JHWSs are 
not adhered to, and plans and strategies are not always co-ordinated or followed up to 
ensure they are implemented. This can only be regarded as a waste in terms of the potential 
of HWBs to reduce duplication in the system and ensure scare resources are used wisely and 
to best effect. HWBs could have a very bright future, reasserting their focus on their place 
ﾉW;SWヴゲｴｷヮ ヴﾗﾉW ;ﾐS HWｷﾐｪ けデｴW ;ﾐIｴﾗヴゲ ﾗa ヮﾉ;IW ｷﾐ ; ゲW; ﾗa ﾐW┘ ｷﾐｷデｷ;デｷ┗Wゲげ ふCouncillor Izzi 
Seccombe, Chair, LGA Community and Wellbeing Board, speaking at the project national 
event in September 2017).  They just require the means to do so and to be given the 
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Background and policy context 
In May 2010, the UK Coalition Government published its White Paper, Equity and Excellence: 
Liberating the NHS, setting out its intention to strengthen the role of local government in 
local health services in England (Department of Health, 2010). The Health and Social Care 
Act (HSCA) 2012 subsequently set in motion major changes in responsibility for public 
health, with local authorities being given new duties to improve the health of their 
populations (UK Parliament, 2012). The return of public health from the NHS to local 
government was generally welcomed in recognition of the fact that, among other things, 
services such as housing and education have the most significant impact on health, 
wellbeing and quality of life (Hunter, 2003, Hunter et al., 2010, Hunter and Perkins, 2014). 
However, this shift took place at a time of unprecedented financial pressures on local 
authorities and of rapidly changing patterns of need that demand new ways of thinking and 
working in how we deliver health improvement (Ham et al., 2012, Department of Health et 
al., 2013). Opponents expressed major concerns that the reforms effectively opened the 
door for privatization of the NHS in England (Scambler et al., 2014, Pollock et al., 2011). 
There was also widespread concern about the potential for increasing fragmentation 
between local government, the NHS, and two new national agencies, NHS England and 
Public Health England (Thraves, 2012).  For an illustration of the new system as it was in 
April 2013 see Figure 1. 
In an effort to overcome some of these challenges, the HSCA placed a statutory duty on 
local authorities to create a Health and Wellbeing Board (HWB) as a committee of the 
authority. HWBs bring together partners within the NHS, public health, adult social care and 
childrenげs services, as well as elected members and representatives from local Healthwatch 
(the consumer champion for health and social care patients, service users and carers), in an 
effort to ensure strategic planning based on local health needs. They were also encouraged 
to engage providers in local decision-making processes, ideally as formal (although not 
statutory) Board members. The relevant sections of the HSCA are reproduced at Appendix 
A, highlighting that the primary intended role of HWBs was to encourage integrated working 
between commissioners of health and social care services in their respective areas (UK 
Parliament, 2012). In particular, they were expected to provide appropriate advice, 
assistance or support in making section 75 risk sharing arrangements in connection with the 
provision of such services. Local authorities and clinical commissioning groups (CCGs) also 
have statutory duties to develop Joint Strategic Needs Assessments (JSNAs) and Joint Health 
and Wellbeing Strategies (JHWSs). These are the mechanisms by which HWB members are 
able to jointly plan and support delivery of improvements in the health and wellbeing of 
their local populations, although they have no executive powers to ensure the 
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implementation of the JHWS (Rogers, 2012). For an overview of their core membership and 




Figure 1: The New Health and Care System in April 2013
2
 (taken from Regional Voices, 2016) 
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HWBs became fully operational statutory bodies in April 2013, after existing in shadow form 
for almost two years. The hope was that they would take account of the lessons from 
previous partnerships and initiatives に notably, Local Strategic Partnerships, Local Area 
Agreements, Healthy Cities and Health Action Zones に and become different kinds of bodies 
able to secure sustainable change across a local area (see Box 1 for a summary of lessons). A 
Kｷﾐｪげゲ F┌ﾐS ゲ┌ヴ┗W┞ ﾗa ヵヰ ゲｴ;Sﾗ┘ Hﾗ;ヴSゲ ｴｷｪｴﾉｷｪｴデWS ヮﾗデWﾐデｷ;ﾉ デWﾐゲｷﾗns between the role of 
HWBs in overseeing commissioning on the one hand and in promoting integration across 
sectors on the other hand, alongside concerns that national policy imperatives would 
override locally agreed priorities (Humphries et al., 2012). The biggest anticipated challenge 
was whether HWBs would be able to deliver strong leadership across organisational 
boundaries and against a backdrop of existing structures and agendas.  A follow-up survey 
suggested that local authorities had met this challenge (Humphries and Galea, 2013) 
although more recent work by researchers at Durham University and others suggests a 
more mixed view (Perkins and Hunter, 2014, Brown et al., 2016, Peckham et al., 2016). Early 
evidence also highlighted considerable heterogeneity in the configuration and operation of 
HWBs across England (Humphries and Galea, 2013). The fact that HWBs have statutory 
S┌デｷWゲ H┌デ ﾐﾗ ゲデ;デ┌デﾗヴ┞ ヮﾗ┘Wヴゲ ゲ┌ｪｪWゲデゲ デｴ;デ デｴWｷヴ ヴﾗﾉW ｷゲ ; けゲﾗaデげ ﾗﾐWが ;ゲ HヴﾗﾆWヴゲが Wﾐ;HﾉWヴゲ 




HWBゲ  ┘ﾗ┌ﾉS HWIﾗﾏW けデ;ﾉﾆｷﾐｪ ゲｴﾗヮゲげ ;ゲ ﾗヮヮﾗゲWS デﾗ 
system leaders with real decision-making 
capacities (Humphries et al., 2012). 
At the time of commencing the research described 
in this report, little was known about the 
relationships within HWBs, to what extent existing 
power structures had been reconfigured, how 
these factors influenced co-ordinated decision-
making, and what impact they were having, if any, 
on health, wellbeing and health inequalities locally. 
Research was needed to evaluate whether HWBs 
in England were fulfilling their functions in line with 
policy objectives for public health reconfiguration, 
as well as identifying factors that helped or 
hindered in these efforts. In addition, there was a 
need to examine the extent to which HWBs had 
successfully discharged their duties to involve local 
people in decision-making as part of broader 
efforts to strengthen democratic legitimacy and 
enhance public involvement in health and social 
care (Regional Voices, 2016). This was one of the 
key features of Equity and Excellence (Department 
of Health, 2010).  
There has also been an increased focus on 
integrated care, following the creation in June 
2013 of a £3.8 billion pooled budget (known as the 
Better Care Fund (BCF)) across health and social 
care intended to improve integration (UK 
Parliament, 2013). The NHS England Five Year Forward View (2014) and Next Steps (2017) 
strategy documents placed further emphasis on integration via new models of care 
(involving 50 Vanguard sites), Sustainability and Transformation Plans (subsequently 
renamed Sustainability and Transformation Partnerships (STPs) and, most recently, 
accountable care systems (ACSs). In order to deliver the STPs に which were intended to help 
drive transformation in health and care outcomes between 2016 and 2021 に NHS providers, 
CCGs, local authorities and others have come together デﾗ aﾗヴﾏ ヴヴ “TP けaﾗﾗデヮヴｷﾐデゲげく Tｴｷゲ ;SSゲ 
a further layer of complexity to an already complex health and social care system, which 
provides the context for the work of HWBs in England and the research described here. 
Box 1: Lessons from previous 
research on partnerships 
 
 Policies and procedures need 
to be more streamlined に 
focus on outcomes not 
process and structure 
 Those at higher strategic 
levels could learn from 
frontline practices which 
operate in a more organic 
and integrated way 
 Partnerships in practice can 
be rather messy constructs 
 Tendency to over-engineer 
partnerships, often to the 
exclusion of being clear 
about purpose and 
achievement        
 Structures are less important 
than relational factors such 
as trust and goodwill 
 Importance of leadership 
styles に collaborative, 
integrative and adaptive 
 






The challenge of system leadership 
The policy intention is that HWBs will fulfil a system leadership function to drive change for 
improved health and wellbeing of the population. System leadership is collective and 
shared, involving leaders from across a system working collaboratively around a shared 
ヮ┌ヴヮﾗゲW デﾗ ;SSヴWゲゲ IﾗﾏヮﾉW┝が け┘ｷIﾆWSげ ヮヴﾗHﾉWﾏゲ (Timmins, 2015, West et al., 2014).  HWBs 
create the necessary structural conditions through which this can happen, creating the 
space for leaders from across the newly-reconfigured public health system to come together 
in a way that transcends organisations. However, effective system leadership relies on 
agency as well as structures; relationships of trust between members based on a coalition of 
shared versus siloed interests, a capacity to create the conditions for others to work 
collectively across a system and distribution of leadership for others to have autonomy to 
drive and enact change are key (Senge et al., 2015), in addition to individuals having the 
appropriate skill-sets to deliver this (Hulks et al. 2017). For HWBs, not least in the absence of 
;ﾐ┞ ゲデ;デ┌デﾗヴ┞ ヮﾗ┘Wヴゲが デｴｷゲ けゲﾗaデげ ヴﾗﾉW ﾗa ｷﾐaﾉ┌WﾐIｷﾐｪが Wﾐgaging and relationship building 
across the system is integral (Miller et al., 2010)が ｷa デｴW┞ ;ヴW デﾗ けデ┌ヴﾐ デｴWｷr health and 
┘WﾉﾉHWｷﾐｪ ゲデヴ;デWｪｷWゲ ｷﾐデﾗ ヴW;ﾉｷデ┞げ (Communities and Local Government Committee, 2013).  
However, HWBs are likely to face a number of challenges in enacting such a role. System 
leadership requires having the capacity to overcome well-recognised challenges of the wider 
institutional environment to move away from competition to collaboration, focus on 
integration versus fragmentation and collectivism versus siloed hierarchical working (Hulks 
et al. 2017). Furthermore, as will be discussed later in the report (see page 77), system 
leadership was viewed by respondents in the study as a multi-faceted concept with different 
emphases on various aspects, including the elements of system leadership that were most 
important to ensure its success. A study of ゲ┞ゲデWﾏ ﾉW;SWヴゲｴｷヮ ┌ﾐSWヴデ;ﾆWﾐ H┞ デｴW Kｷﾐｪげゲ F┌ﾐS 
(Timmins, 2015: 8, 9) also identified a number of common themes on system leadership 
echoed in our work including:  
 It requires a conflicting combination of constancy of purpose and flexibility. 
 It takes time に often a lot of time に to achieve results. 
 It starts with a coalition of the willing. 
 It is important to have stability of at least a core of the leadership team across those 
involved. 
 System leadership is an act of persuasion that needs to have an evidence base for 
change に not least because that is the key tool for persuading the unconvinced. 
 Iﾐ ﾏﾗゲデ ヮWﾗヮﾉWげゲ W┞Wゲが aｷﾐ;ﾐIｷ;ﾉ ゲデヴｷﾐｪWﾐI┞ ｴ;ゲ ┞Wデ デﾗ ﾉW;S デﾗ ; a┌ﾐS;ﾏWﾐデ;ﾉ 
acceptance that system working is key to the future of health and social care. 
 The pressures of regulation, financial balance and organisational targets are still 
leading people anS ﾗヴｪ;ﾐｷゲ;デｷﾗﾐゲ デﾗ Sヴ;┘ ｷﾐ デｴWｷヴ ｴﾗヴﾐゲ ;ﾐS けｴ┌ﾐﾆWヴ Sﾗ┘ﾐげ デﾗ 
survive, rather than seeing the way forward in terms of changes that will alter and, in 




to be reformed. All too often, the current system gets in the way of system change, 
and thus system leadership.  
.For HWBs, there are likely challenges associated with working collectively across the 
boundaries of local authority, NHS, third sector and public stakeholders against a backdrop 
of wider institutional uncertainty, power hierarchies, diverse and fragmented directives and 
accountabilities and resource constraints in a climate of austerity, all of which carry the 
potential to undermine collaboration around a systems perspective and shared interest in 
population health and wellbeing. There are, therefore, questions to be addressed through 
the evaluation, regarding the extent to which HWBs are able to effectively fulfil their system 
leadership function, how and under what conditions. 
Evaluation aim and objectives 
The aim of this study was to evaluate how well HWBs in England function to extend 
democracy locally, facilitate collective decision-making, and promote integrated service 
provision to improve health and wellbeing and reduce health inequalities. It involved 
considering barriers to, and facilitators of, success and exploring in-depth the experiences 
and perspectives of HWB members in purposively selected case study sites.  
The over-arching objectives of the evaluation were to: 
 Describe the varied ways in which HWBs are configured and organised, considering 
key issues such as leadership, governance, membership and citizen involvement 
 Analyse the nature of relationships between HWB members, key stakeholders from 
health and social care, service providers, Healthwatch and other lay interest groups 
 Identify key political, institutional and organisational facilitators and barriers to 
effective leadership and action by HWBs for health improvement and tackling health 
inequalities 
 Work with stakeholders to identify and disseminate examples of good practice for 
collective decision-making and integrated service provision to achieve health 
outcomes. 
 
The intention was for the evaluation findings to inform future decision-making and action in 
relation to the creation of new partnerships, joined-up local services and delivering greater 
accountability to improve population health. A number of other relevant studies took place 
at or around the time of conducting this evaluation. These included: an NIHR School for 
Public Health Research project on prioritising investment in public health (lead: Hunter, 
Durham); a project funded by the Department of Health Policy Research Unit in 
Commissioning and the Healthcare System (PRUComm) on commissioning for health and 
wellbeing (lead: Peckham, Kent, with Hunter as an advisor); and a second Department of 




Marks, Durham, with Hunter and Visram as co-investigators). It was anticipated that the 
various projects would act as mutually informative pieces in the evidence jigsaw on the 
impact of the health reforms in England.  We have made reference to these studies where 
appropriate in what follows. 
Structure of the report 
Chapter 2 provides an overview of relevant published and unpublished (grey) literature 
specifically in relation to HWBs, highlighting gaps in existing knowledge. Chapter 3 describes 
the overall research approach and specific methods employed to address these gaps and 
meet the aim and objectives set out above. Chapter 4 summarises key findings from the 
evaluation, which are described in detail in Chapters 4.1 to 4.5. These concern the changing 
context of HWBs, their purpose and structure, mechanisms, outcomes, and perceived future 
challenges and opportunities. The findings and their relevance to policy are discussed in 
detail in Chapter 5 and concludes the report by setting out a series of implications for future 
policy and practice, particularly in relation to future HWB development occurring in a 


















2. LITERATURE REVIEW 
 
This chapter sets out the research context for the evaluation, with an emphasis on 
publications relating specifically to HWBs and similar partnership working arrangements. A 
systematic scoping review of the evidence was undertaken in 2015 as part of the evaluation 
(see Chapter 3) and the results are reported in detail elsewhere.
3
 This involved reviewing 
empirical and conceptual literature on: leadership and governance; extending democracy; 
collective decision-making; integrated service provision; and progress and outcomes in 
relation to HWBs. The review has been updated to include literature on HWBs published 
since 2015 and relevant findings are set out below. Emphasis was placed on locating papers 
describing primary research (e.g. surveys or qualitative studies involving HWB members) or 
secondary research (e.g. content analysis of key strategy documents).  
Core HWB functions 
HWBs have a duty to produce a JHWS that is informed by the JSNA and underpins joint 
working, leading to agreed commissioning priorities (Tomlinson et al., 2013). In some areas 
this includes a Joint Strategic Assets Assessment, reflecting a growing interest in capturing 
community assets as well as deficits (Boardman and Friedli, 2013, Foot and Hopkins, 2010). 
The choice of priorities in the JHWS should be based on evidence both of need and what 
works, and therefore HWBs require the knowledge and skills to balance conflicting demand 
and understand conflicting evidence. Beenstock et al. (2014) examined a random sample of 
one-third (n=47) of JHWSs produced by upper tier local authorities in England  and found 
that, mﾗゲデ ﾗaデWﾐが けW┗ｷSWﾐIWげ ┘;ゲ ┌ゲWS デﾗ ﾏW;ﾐ けW┗ｷSWﾐIW ﾗa ﾐWWSげく This was usually 
identified through the JSNA and appeared to be locally gathered intelligence, rather than 
from a national source of research evidence or intelligence. Most strategies referred to 
JSNAs, with some making explicit links between their JSNA and JHWS. However, two 
strategies did not make any reference to their JSNAs. A more recent study, involving an 
online survey of Directors of Public Health (DsPH, n=65), found that only half (48%) felt the 
HWB ┘;ゲ けSWaｷﾐｷデWﾉ┞げ ｷﾐゲデヴ┌ﾏWﾐデ;ﾉ ｷﾐ ｷSWﾐデｷa┞ｷﾐｪ デｴW ﾏ;ｷﾐ ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ ヮヴｷﾗヴｷデｷWゲ ｷﾐ 
their local patch (Gadsby et al., 2017). Some HWBs were seen as not engaging significantly 
with the public health agenda, having focused instead on health and social care integration.  
Similar studies have been undertaken by organisations looking at the presence or absence in 
JHWSs of specific priorities, such as HIV, diabetes or social isolation (Cupitt, 2013, Diabetes 
UK and Novo Nordisk, 2013, Evans et al., 2013, Scrutton, 2013). The Terrence Higgins Trust 
conducted an analysis of JSNAs and draft or final JHWSs produced by 35 local authorities 
identified as having relatively high levels of HIV diagnosis and high levels of late diagnosis 
(Evans et al., 2013). Only 34% prioritised HIV in both documents and just over half of JHWSs 
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did not include HIV as a priority, despite 83% of JSNAs recommending HIV priority actions. 
Research conducted as part of the Campaign to End Loneliness found that around half of the 
JHWSs located (n=61 of 128) mentioned loneliness, but only eight were deemWS デﾗ HW けｪﾗﾉS-
ヴ;デWSげが ｷくWく Iﾗﾐデ;ｷﾐｷﾐｪ ﾏW;ゲ┌ヴ;HﾉW ;Iデｷﾗﾐゲ ;ﾐSっﾗヴ デ;ヴｪWデゲ ﾗﾐ ヴWS┌Iｷﾐｪ ﾉﾗﾐWﾉｷﾐWゲゲ (Cupitt, 
2013). This ┘;ゲ ｷﾐ ゲヮｷデW ﾗa Waaﾗヴデゲ デﾗ ｷﾐaﾉ┌WﾐIW HWBゲ デｴヴﾗ┌ｪｴ デｴW けLﾗﾐWﾉｷﾐWゲゲ H;ヴﾏゲ HW;ﾉデｴげ 
campaign, which sought to get HWBs to measure loneliness in JSNAs and commit to taking 
action to reduce loneliness in older people in their JHWSs. These studies demonstrate that 
JHW“ゲげ IﾗﾐデWﾐデ デWﾐSゲ デﾗ HW ┗;ヴｷ;HﾉW ｷﾐ デWヴﾏゲ ﾗa デｴW ﾉｷﾐﾆゲ ﾏ;SW デﾗ W┗ｷSWﾐIW aヴﾗﾏ J“NAゲ ;ﾐS 
other sources. Instead, a number of HWBs have used policy objectives from the Marmot 
Review (Marmot, 2010) to drive their JHWSs and ensure a collective focus on inequalities 
and the wider determinants of health (Boardman and Friedli, 2013, Humphries and Galea, 
2013). Beenstock et al. (2014) found that the Marmot Report was the most referred to 
national source of evidence, being cited as justification for proposals in 19 of the 47 
strategies. This finding is reinforced by a recent review of JHWSs produced by the 12 local 
authorities in North East England (Learmonth et al., 2017). M;ヴﾏﾗデげゲ ゲデヴ;デWｪｷI ヮヴｷﾗヴｷデｷWゲ 
were referenced by eight (of 12) local authorities, with three using them to frame their 
entire JHWS. There was considerable consensus in terms of the main priority issues 
ｷSWﾐデｷaｷWSぎ けIｴｷﾉSヴWﾐ デﾗ ｴ;┗W デｴW HWゲデ ゲデ;ヴデ ｷﾐ ﾉｷaWげ ふヱヲっヱヲぶ ;ﾐS けW;ヴﾉ┞ SW;デｴっﾉｷaW 
W┝ヮWIデ;ﾐI┞っｷﾐWケ┌;ﾉｷデｷWゲげ ふヱヱっヱヲぶく  
HWB composition and configuration 
Findings from previous studies highlight considerable heterogeneity in the configuration and 
ﾗヮWヴ;デｷﾗﾐ ﾗa HWBゲ ;Iヴﾗゲゲ Eﾐｪﾉ;ﾐSく A ヲヰヱン ゲ┌ヴ┗W┞ IﾗﾐS┌IデWS H┞ デｴW Kｷﾐｪげゲ F┌ﾐS aﾗ┌ﾐS デｴ;デが 
of the 70 boards that responded, two-thirds had 12 or more members and a similar 
proportion had a composition beyond the core membership prescribed in the HSCA 
(Humphries and Galea, 2013). The survey also indicated that local authorities had shown 
strong leadership in establishing the boards, with most (83%) being chaired by a senior 
elected member, and nearly all having produced JSNAs and JHWSs. This contrasts with the 
findings of a national study on prioritising investment in public health which suggested that, 
although HWBs were seen as offering the potential for a more holistic and joined-up 
approach to decision-making, questions were raised as to whether they offered anything 
new (Brown et al., 2016). This study identified perceived tensions around provider 
membership of the boards, and the Kｷﾐｪげゲ F┌ﾐS ゲ┌ヴ┗W┞ ;ﾉゲﾗ ｴｷｪｴﾉｷｪｴデWS SｷaaWヴWﾐIWゲ ｷﾐ デｴW 
level of engagement between HWBs and local providers (Humphries and Galea, 2013). This 
is associated with commissioners having to make difficult decisions about their priorities 
and potentially cutting or withdrawing funding from some services. These decisions have 
been implemented through contracting processes, which include performance management 
of providers, thereby creating serious consequences for partnership relationships between 




Participating in HWB meetings is not the only way in which stakeholders may be involved in 
decision-making processes. In fact, placing too much emphasis on formal meetings has been 
found to be a common feature of less effective HWBs. Research undertaken by Shared 
Intelligence (2016b) on behalf of the Local Government Association (LGA) suggests that 
drivers of effectiveness include boards meeting in a variety of settings, adopting formal and 
informal meeting formats, and making use of workshops. This is supported by the 2013 
Kｷﾐｪげゲ F┌ﾐS ゲ┌ヴ┗W┞が ┘ｴｷIｴ SWﾏﾗﾐゲデヴ;デWS デｴ;デ デｴW ﾏ;ｷﾐ ┘;┞ゲ ｷﾐ ┘ｴｷIｴ ゲ┌IIWゲゲa┌ﾉ 
engagement tended to occur was though partnership groups, provider forums and specific 
workshops where priorities were discussed (Humphries and Galea, 2013). A number of 
localities have implemented wider partnerships for wellbeing that include a range of 
providers, VCF organisations and representatives of local communities (Boardman and 
Friedli, 2013). Local authorities have tended to have structured community engagement 
embedded within their organisational culture, as well as having a longer history of 
competitive tendering and service commissioning than the NHS. As a result, the health 
reforms have prompted broader changes in public health commissioning and in 
relationships between commissioners, practitioners and providers. These issues were 
explored in  a 2014 survey of DsPH (n=96), which found that, in areas where HWBs were 
perceived as instrumental in identifying health priorities, it was more likely that new 
services had been set up and that providers of existing services had been changed (Jenkins 
et al., 2016).  
Opportunities and challenges 
There was a great deal of initial optimism around the potential for HWBs to achieve health 
improvement through the integration of public health with health and social care, and 
through the development of place-based approaches to health improvement (Boardman 
and Friedli, 2013, Colin-Thome and Fisher, 2013). However, this integration posed a tension 
and a challenge due to the risk of public health being eclipsed by the focus on social care 
(Perkins and Hunter, 2014, Gadsby et al., 2017). There was also a perceived danger that 
HWBゲ Iﾗ┌ﾉS HWIﾗﾏW W┝ヮWﾐゲｷ┗W けデ;ﾉﾆｷﾐｪ ゲｴﾗヮゲげ ヴ;デｴWヴ デｴ;ﾐ ゲ┞ゲデWﾏ ﾉW;SWヴゲ ;ﾐS デｴ;デ a;ｷﾉ┌ヴW 
might result from a narrow focus on a small number of clinically-driven priorities 
(Humphries et al., 2012). At the same time, they had the potential to take on a wider role 
and create the conditions required for producing better health at lower cost, as set out in 
W;ﾐﾉWゲゲげゲ ┗ｷゲｷﾗﾐ ﾗa ; けa┌ﾉﾉ┞ Wﾐｪ;ｪWS ゲIWﾐ;ヴｷﾗげ (Wanless, 2004). A study consisting of a 
systematic review and case studies conducted across England revealed a range of issues 
concerning similar partnerships and their operation in the public health sphere (Hunter et 
al., 2011, Smith et al., 2009). See table 1 below. These included the need for clarity of 
objectives, roles and responsibilities, and good working relationships between partners. 
Although a succession of policy initiatives has promoted partnership working, the literature 
highlights a lack of evidence to support the effectiveness of partnerships for health 




tend to be left intact, with partnerships usually dominated by the more powerful partners 
and failing to けdeliverげ for others (Hunter and Perkins, 2014, Balloch and Taylor, 2001, Secker 
and Hill, 2001). This risk exists for HWBs, along with the risk of failure to achieve a shared 
vision, reluctance or inability to share information, and a lack of effective leadership across 
boundaries. Professional structures and diverse, inconsistent policy imperatives at the 
institutional level pose challenges for the realisation of objectives for integrated working 
across organisations (Currie et al., 2008, Finn et al., 2010). In recent years there has been a 
けH;Iﾆﾉ;ゲｴげ ;ｪ;ｷﾐゲデ デｴW ｷﾉﾉ-defined concept of partnership that has been seen as a solution to 
all problems, with little evidence of concrete outcomes (Kingsnorth, 2013). On the other 
hand, partnerships remain a potentially powerful way of increasing accountability and 
ｷﾐIﾉ┌ゲｷ┗ｷデ┞が ;ﾐS ;SSヴWゲゲｷﾐｪ デｴW ﾆｷﾐSゲ ﾗa け┘ｷIﾆWS ｷゲゲ┌Wゲげ デｴ;デ ゲｷﾐｪﾉW ﾗヴｪ;ﾐｷゲ;デｷﾗﾐゲ I;ﾐﾐﾗデ 
resolve by themselves (Wildridge et al., 2004, Hunter et al., 2010, South et al., 2014). The 
challenge for HWBs is to find ways to work with the multiple institutional, policy and cultural 
factors that both threaten their success but which may also secure it if effective working 
practices can be established and sustained.  
 
Table 1: Factors influencing partnerships in public health 
 
Determinants of successful partnerships Barriers to effective partnership working 
Clarity regarding the goals and objectives of 
the partnership 
Conflicting agency priorities negate or limit 
the potential of the partnership 
Clarity regarding roles and responsibilities 
within the partnership 
Good information-sharing protocols not in 
place 
A clear strategic overview of performance 
through robust monitoring and evaluation 
Lacking vertical as well as horizontal 
linkages, i.e. absence of ownership 
The existence of goodwill and trust between 
partners, particularly at the frontline level 
B┌ヴW;┌Iヴ;I┞が ﾏ;ﾆｷﾐｪ ｷデ W;ゲ┞ デﾗ ｪWデ けHﾗｪｪWS 
Sﾗ┘ﾐげ ┘ｷデｴ ヮヴﾗIWゲゲ ｷゲゲ┌Wゲ 
Too many initiatives, targets, policies and 
reorganisations from central government 
 
A qualitative study conducted in one London borough set out to explore the transfer of 
public health responsibilities to local authorities and the implications for health and 
wellbeing through partnership working (Kingsnorth, 2013). The local HWB was seen by 
interviewees as central to ensuring commitment to and delivery of a partnership approach 
to health and wellbeing, but there was some uncertainty as to whether it was developing 
with an appropriately broad understanding of health and wellbeing. There remained a 
general concern that HWBs could become preoccupied by the integrated care agenda and 
therefore their impact on public health could be lost. There were also felt to be challenges 




competencies, whereas the local government skill-set is defined through management 
competencies. A recent study by Greaves and McCafferty (2017) on public health decision-
making found that HWB members sought consistency with the mandate or strategy of the 
board and its partners, rather than relying solely on wider public health decision-making 
criteria. These findings highlight the importance of trust and relational factors being more 
important than structures and processes, as demonstrated in previous research on 
partnerships in public health (Perkins and Hunter, 2014, Hunter and Perkins, 2012). The 
HWB needs to be at the centre of wider engagement with a range of stakeholders about the 
local vision for health and wellbeing. Guidance produced by the LGA emphasises the 
importance of HWBs being agents of change and having clear strategies for communication 
and engagement with a range of stakeholders, including the public (LGA, 2013, LGA and 
NHSCC, 2015, LGA, 2014). HWBs must perform an important hub function に bringing 
together key players to have conversations that lead to decisions and action に and also act 
as the fulcrum around which things happen (Shared Intelligence, 2015). 
Progress and outcomes 
The findings from a series of research projects commissioned by the LGA suggest that most 
HWBs have addressed the challenges set out above with variable success (Shared 
Intelligence, 2013, 2014, 2015, 2016b, 2017). The 2015 study drew on evidence from a 
range of sources, including six in-depth case studies and telephone interviews with 16 HWB 
chairs and vice-chairs across England. It suggested that widespread progress was being 
made across some common themes: building relationships between board members; using 
development sessions or informal meetings to clarify priorities; developing sub-structures 
and working groups to support the HWB; and using the BCF to provide a focus for their 
efforts. However, progress was slower than widely anticipated and many HWBs were still 
some way off driving the big issues. Frustration existed within and outside the boards, 
locally and nationally. A study conducted at a similar time in London also found that the 
majority of members described their local HWB as being on a journey, with very few 
claiming that the board was fulfilling its potential (London Councils, 2015). HWB chairs had 
デｴW ゲｷﾐｪﾉW HｷｪｪWゲデ ｷﾐaﾉ┌WﾐIW ﾗ┗Wヴ ; Hﾗ;ヴSげゲ aﾗI┌ゲ ;ﾐS デﾗﾐWが ;ﾐS デｴW ゲデ;デ┌ゲ ﾗa HWBゲ ;ゲ Iﾗ┌ﾐIｷﾉ 
committees was seen as one of the main challenges. There was some evidence of added 
value on specific issues, such as instigating a review of access to primary care and 
establishing a Black Health and Wellbeing Commission, but little evidence of HWBs 
providing genuine systems leadership across the piece.  
In 2015, many boards were yet to position themselves as the key strategic forum for driving 
the health and wellbeing agenda (Shared Intelligence, 2015). A number of factors that tend 
to sit outside the immediate control of the HWB were identified as having an impact on 
progress. See figure 3 below for an illustration. Despite the apparent lack of progress, HWB 
members and other stakeholders were said to be cautiously optimistic (Shared Intelligence, 




the conditions in which discussions can take place between councils, CCGs and service 
providers on the future shape of local health and social care systems (London Councils, 
2015)く TｴW ﾏｷﾐﾗヴｷデ┞ ﾗa HWBゲ ｷSWﾐデｷaｷWS ;ゲ HWｷﾐｪ け;ｴW;S ﾗa デｴW I┌ヴ┗Wげ ┘WヴW Iｴ;ヴ;IデWヴｷゲWS H┞ 
their ability to look beyond tackling immediate problems in the system and keep a focus on 
the bigger picture (Shared Intelligence, 2015). In London, the more effective HWBs had 
created forums for open and honest debate, either by ensuring board meetings were 
planned and managed differently to other council committee meetings or, more often, by 
creating alternative opportunities for members to meet in informal settings; for example, 
sub-ｪヴﾗ┌ヮゲが Iｴ;ｷヴげゲ HヴｷWaｷﾐｪ ﾏWWデｷﾐｪゲ ﾗヴ SW┗WﾉﾗヮﾏWﾐデ S;┞ゲ (London Councils, 2015). Small 
changes, such as not using council headed paper for board papers, made a difference. The 
national studies by Shared Intelligence (2015, 2016b, 2016a) have resulted in the 
identification of key features of a successful HWB. See table 2 on the following page.  
 
Figure 3: Factors impacting on HWB progress (Shared Intelligence, 2015, p.19)
 
By 2016, a number of HWBs were described as considerably more effective than they were 
the previous year and starting to play a role across local health and care systems (Shared 
Intelligence, 2016b). However, these boards were believed to be in the minority; although 
W┝;ﾏヮﾉWゲ ﾗa ｷﾏヮ;Iデ ┘WヴW ｪｷ┗Wﾐが デｴW ﾏ;ﾃﾗヴｷデ┞ ┘WヴW ゲデｷﾉﾉ SWゲIヴｷHWS ;ゲ さゲﾗﾏW ┘;┞ ﾗaa Sヴｷ┗ｷﾐｪ 
デｴW Hｷｪ ｷゲゲ┌Wゲざく A ヮヴｷﾗヴ ｴｷゲデﾗヴ┞ ﾗa ヮ;ヴデﾐWヴゲｴｷヮ ┘ﾗヴﾆｷﾐｪ ;ﾐS デｴW IﾗﾏヮﾉW┝ｷデ┞ ﾗa デｴW ﾉﾗI;ﾉ 
context were identified as key factors in the success or otherwise of HWBs. These findings 
came from research involving interviews with 23 local and national stakeholders, plus 
observations, workshops and documentary reviews. STPs were in the early stages of 
Political change/instability 
Change in board leadership 
Financial pressures 
Weak performance of partners in the 
system 
Mission creep of national expectations 
Council committee set-up 
Coterminiosity with CCG and providers 
Legacy of strong partnership working 
across council and health 
Standing, ambition and drive of HWB 





development at this point but were felt to represent the emergeﾐIW ﾗa さ; ﾏﾗヴW ﾏ┌ゲI┌ﾉ;ヴが 
top-Sﾗ┘ﾐ ;ヮヮヴﾗ;Iｴ H┞ NH“ Eﾐｪﾉ;ﾐSざ (Shared Intelligence, 2016b, p.2). They created 
concerns for members of even the most effective boards, with fears that NHS partners 
┘ﾗ┌ﾉS ヴWゲヮﾗﾐS さデﾗ デｴW ゲデヴWﾐｪデｴ ﾗa ﾐ;デｷﾗﾐ;ﾉ ヴ;デｴWヴ デｴ;ﾐ ﾉﾗI;ﾉ ;IIﾗ┌ﾐデ;Hｷﾉｷデ┞ざ ふヮくΓぶく 
Devolution was also beginning to pose a number of challenges as well as opportunities.  
 
Table 2: Attributes of an effective HWB (Shared Intelligence, 2016b, p.11) 
 
Key attributes Key actions 
Evident passion and ambition 
 
Recognises the need for fundamental change to health and 
care system e.g. has ambitious BCF and plans for future 
 
The council leader and chief executive pay attention to the 
board and there is either a CCG co-chair or a senior councillor 
and CCG representative act as co-chairs 
 
Has refreshed priorities which align clearly with council, CCG 
and other relevant plans 
 
Has developed a narrative and road map for change setting out 
how system can move from where it is now to where it needs 
to be and which can help staff, providers, partners and the 
community 
 
Invests in new ways of working e.g. uses developmental 
sessions to develop trust and collaboration, operates as a 
board not a council committee 
 
Has developed a coherent radical strategy which underpins an 
integrated approach to commissioning 
 
Has pragmatic and effective approach to engagement of 
providers (for e.g. provider forums, provider engagement in 
sub structures, providers on board) 
Enthusiasm, drive and leadership に 
notably, but not solely, from board 
chair 
 
Demonstrates positive behaviours 
 
Strong foundation of partnership 
working 
 
Trust, respect and genuine 
collaboration across board and 
with key external stakeholders 
  
Open to learning and challenge に 
self aware  
 
A geography that works or has 
been made to work 
 
Committed to engaging with local 





Shared understanding of how 




The board has a shared understanding of the role of providers 
in delivering change 
 
The board acts as a hub (bringing people together) and a 
fulcrum (a point around which things happen) 
 
Eﾐゲ┌ヴWゲ WaaWIデｷ┗W Wﾐｪ;ｪWﾏWﾐデ ┘ｷデｴ デｴW ヮ┌HﾉｷI ｷゲ W┗Wヴ┞ﾗﾐWげゲ 
business and local Healthwatch is building on networks to 
increase engagement and visibility 
The HWB is more than a meeting 
 
 
The most recent Shared Intelligence study, published in April 2017, involved interviews with 
19 local and national stakeholders, plus observations, workshops and documentary reviews 
(Shared Intelligence, 2017). By this point, many HWB members were playing a bigger role in 
the STP process but interviewees still felt that there had been a lack of any substantial local 
political input. Often the formal involvement of HWBs centred on signing off the plan, 
ヴWS┌Iｷﾐｪ デｴW ヴﾗﾉW ﾗa デｴW Hﾗ;ヴS デﾗ ﾗﾐW ﾗa けヴ┌HHWヴゲデ;ﾏヮｷﾐｪげ ヴWヮﾗヴデゲく Iﾐ デｴｷゲ IﾗﾐデW┝デが ┘ｴｷIh 
also involved financial and operational pressures faced by many HWB partners, the study 
authors identify five factors considered to be important drivers of effective HWBs: 
 A focus on place 
 Committee leadership 
 Collaborative plumbing 
 A geography that works (or making the geography work) 
 A DｷヴWIデﾗヴ ﾗa P┌HﾉｷI HW;ﾉデｴ ┘ｴﾗ けｪWデゲ ｷデげ 
 
They suggest that a number of boards are now focusing on the wider determinants of health 
and exercising place-based leadership (Shared Intelligence, 2017). This is in contrast with 
the results of a 2015 survey, where only 28% of DsPH felt their HWB had definitely begun to 
address the wider determinants and less than 5% felt that it was definitely making difficult 
decisions (Gadsby et al., 2017). The most recent Shared Intelligence report states that a 
focus on place is the defining characteristic of the most effective HWBs, although it is not 
clear how effectiveness has been defined in their research or how effective HWBs have 
been identified (Shared Intelligence, 2017, 2016a)). The report ends with top tips for HWBs, 
which include devoting time and effort to partnership development, ensuring that the board 
has a genuinely shared strategy and action plan, reviewing membership of the board as it 




involves デｴｷﾐﾆｷﾐｪ ;Hﾗ┌デ デｴW HWB さ;ゲ HWｷﾐｪ デｴW IWﾐデヴW ﾗa ; ﾐWデ┘ﾗヴﾆ ヴ;デｴWヴ デｴ;ﾐ ﾃ┌ゲデ ; 
ﾏWWデｷﾐｪざ ふヮく ヱヲぶく  
This chapter highlights that the existing evidence base relating to HWBs is limited and that 
published literature on this topic tends to be descriptive rather than evaluative. The Shared 
Intelligence reports provide some indication of progress made to date, as well as identifying 
key drivers and challenges, but are based on research involving unspecified numbers of 
HWBs. The sampling criteria for these studies are not known and the reports contain scant 
description of the methods used to generate relevant data. There is therefore a need for in-
depth, robust research that evaluates the success or otherwise of HWBs across England in 
bringing partners together to improve health and wellbeing and reduce health inequalities. 
There is also a need to further explore key issues identified in previous studies, such as: the 
role of HWBs in priority-setting and decision-making, including the use of evidence in these 
processes; heterogeneity in the configuration of HWBs, particularly the involvement of 
providers and the balance of informal and formal engagement mechanisms; whether 
lessons have been learned from previous partnerships; and factors that help or hinder the 




















This chapter describes the methods used to generate and analyse data in order to address 
the evaluation aim and objectives set out in Chapter 1. It also provides details of key ethical 
considerations and how these have been addressed during the project, as well techniques 
used to ensure public and user engagement and involvement in the research. 
 
Evaluation design 
The overall programme of work described in this report was informed by the principles of a 
realist evaluation approach, which involves understanding the crucial mechanisms of an 
intervention, service development or policy, and the conditions under which they operate to 
produce specific outcomes (Pawson and Tilley, 1997). This approach was deemed suitable 
for use in the present evaluation as the emphasis was largely on understanding the local 
contexts, conditions and mechanisms through which HWBs can successfully work in 
partnership with a range of stakeholders to facilitate health and wellbeing improvement. 
‘;デｴWヴ デｴ;ﾐ ;ゲﾆｷﾐｪ さDﾗWゲ デｴW ｷﾐデWヴ┗Wﾐデｷﾗﾐ ﾗヴ ヮﾗﾉｷI┞ ┘ﾗヴﾆいざが ; ヴW;ﾉｷゲデ W┗;ﾉ┌;デｷﾗﾐ ｷﾐ┗ﾗﾉ┗Wゲ 
;ゲﾆｷﾐｪ さWｴ;デ ┘ﾗヴﾆゲが aﾗヴ ┘ｴﾗﾏが ;ﾐS ┌ﾐSWヴ ┘ｴ;デ IｷヴI┌ﾏゲデ;ﾐIWゲいざく Pawson and Tilley (1997) 
describe this as the context-mechanism-outcome (CMO) framework. A realist evaluation 
would usually involve exploring how various CMO configurations play out in an intervention, 
service or policy, as part of a process of developing, testing and refining a series of 
programme theories (Blamey and Mackenzie, 2007). However, within the CMO framework 
many issues and factors will almost certainly influence the context, mechanisms and 
outcomes of a particular policy. As Pawson (2013: 26) notes: さProgrammes do not come in 
pre-ordained chunks called contexデゲが ﾏWIｴ;ﾐｷゲﾏゲ ;ﾐS ﾗ┌デIﾗﾏWゲざ. We therefore consider   
that the different aspects or issues influencing a policy or programme, such as the strength 
of relationships between actors, may impact on all three stages of the CMO framework. As 
Greenhalgh et al (2009: 413) argue in their study utilising realist evaluation methodology on 
modernising the health service:  さ...drawing realist conclusions about the generative 
causality of particular context-mechanism-outcome alignments is not a logical-deductive 
exercise. Rather, it is an interpretive task and will be achieved only through much 
negotiation and IﾗﾐデWゲデ;デｷﾗﾐざ. In the evaluation reported on here, this has involved 
identifying contextual factors at the local and national levels that are perceived to impact on 
the intended role of HWBs as system leaders, as well as examining the mechanisms through 
which they seek to achieve public health policy objectives.  
A complex systems perspective has also been employed in recognition that contemporary 
ｴW;ﾉデｴ ;ﾐS ゲﾗIｷ;ﾉ ｷゲゲ┌Wゲ ;ヴW ｷﾐIヴW;ゲｷﾐｪﾉ┞ SWゲIヴｷHWS ;ゲ IﾗﾏヮﾉW┝ ﾗヴ け┘ｷIﾆWSげ ヮヴﾗHﾉWﾏゲ デｴ;デ ;ヴW 
deeply embedded in the fabric of society (Hunter et al., 2010). Complex systems thinking 




national, international) and multi-sector (health, education, housing, leisure) initiatives that 
bridge science, policy and action (Seddon, 2008). In this evaluation, systems thinking took 
into account the fact that complex adaptive systems (in this case, HWBs) are dynamic 
entities that evolve and adapt in the light of changing circumstances and in ways that may 
be unforeseen and unpredictable (Plsek and Greenhalgh, 2001, DeSavigny and Adam, 2009). 
Key insights and lessons learned are highlighted in subsequent chapters in terms of HWBs 
that offer opportunities to create effective partnerships, join up local health and social care 
services, and deliver greater accountability to improve population health and wellbeing. 
The evaluation aims and objectives have been met through four sequential but overlapping 
work packages (WPs), which are illustrated by figure 4 below. These involve: a scoping 
review of existing evidence (WP1); a national survey, supplemented by interviews with 
national stakeholders conducted at two time points (WP2); in-depth case study research in 
selected HWBs (WP3); and a series of events delivered to share learning and disseminate 
good practice (WP4). The specific aims, research questions, methods and analytical 
techniques employed in each work package are described in turn below. 
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Work package 1: Scoping review of 
existing evidence  
Review aim and questions 
The aim of WP1 was to examine the existing 
evidence base relating to HWBs and similar 
partnership arrangements, with a particular 
focus on system leadership, public 
participation, collective decision-making and 
integrated service provision. The review 
questions are shown in box 2. This work built 
on a previous systematic review of the impact 
of organisational partnerships on public health 
outcomes in England between 1997 and 2008, 
undertaken by Hunter and colleagues (Smith et 
al., 2009). Our scoping review focused primarily 
on literature published from 2008 onwards.  
Design 
A time-limited (three-month) scoping review 
was initially conducted, following guidance on 
conducting rapid evidence assessments (REAs). 
REAs provide an assessment of what is already 
known about a policy or practice issue, using 
systematic review methods to search and 
critically appraise existing research 
(Government Social Research Service, 
unknown). They aim to be rigorous and explicit 
in method, but make concessions to breadth or 
depth by limiting particular aspects of the 
review process. In this review, limits were placed on the following stages: 
 Searching に using a short search string 
 Screening に conducted by a single reviewer  
 Data extraction に extracting only on key findings 
 Quality appraisal に no formal appraisal 
 
We adopted a broad and inclusive approach to reviewing commentaries, editorials, 
theoretical papers and research articles exploring partnership working for health 
improvement between NHS and local government partners in any UK setting and for any 
duration. Partnership working in this context was defined as individuals, agencies or 
organisations from different sectors working to achieve shared goals in relation to 
Box 2: WP1 review questions 
 
 What evidence is available in 
relation to previous and existing 
arrangements for partnership 
working between NHS and local 
government bodies? 
 
 What are the relative strengths and 
weaknesses of the various models in 
terms of working collaboratively to 
achieve health and wellbeing 
outcomes? 
 
 Who are the main leaders in 
collaborative decision-making and 
what challenges do they experience 
in attempting to fulfil their 
leadership roles? 
 
 Which leadership styles are most 
effective in working across 
boundaries and developing whole-
system approaches and solutions?  
 
 What other factors (for example, 
local and national political priorities) 
impact on any differences in 
effectiveness, acceptability and 




improving health and/or reducing health inequalities. There was a particular focus on 
locating published and grey literature on the creation, operation and impact to date of 
HWBs in England.  
 
Methods and analysis 
Searches of major bibliographic databases に CINAHL, EMBASE, MEDLINE and Web of Science 
に were conducted by two researchers (Visram and Brown, a freelance researcher). Searches 
of the internet were also conducted using Google to locate grey literature. Specific search 
strategies were employed for each database, involving combinations of the following key 
terms: partnership, health, health improvement, NHS/National Health Service, local 
government/authority, and social care. One team member (Finn) conducted separate 
searches specifically on the subject of leadership models in health.  
After conducting each search, the results were exported into a database using EndNote 7 
software and duplicates were automatically removed. Study titles were scanned (by Visram) 
to make an initial assessment of relevance. In cases where there was any doubt, abstracts 
were retrieved in order to make a further judgement. PDFs of all references included after 
the title and abstract screening stage were uploaded to a dedicated Dropbox folder. All 
team members assisted in identifying additional literature through their contacts and 
networks, and uploaded relevant files to Dropbox, which were then added to the EndNote 
database. Given the time constraints and the relatively small number of articles located, no 
formal quality appraisal or data abstraction was undertaken. 
All publications that met the inclusion criteria were descriptively summarised and analysed 
in a narrative synthesis, with elements of realist synthesis used to explore what works, for 
whom, in what settings (Pawson et al., 2005). Narrative synthesis relies primarily on the use 
ﾗa デW┝デ ヴ;デｴWヴ デｴ;ﾐ ゲデ;デｷゲデｷIゲ デﾗ けデWﾉﾉ デｴW ゲデﾗヴ┞げ ﾗa デｴW aｷﾐSｷﾐｪゲ aヴﾗﾏ デｴW ヮ;ヮWヴゲ ｷﾐIﾉ┌SWS ｷﾐ ; 
systematic review (Popay et al., 2006). It is often used to increase the chances of the review 
findings being used in policy and practice, and was therefore deemed appropriate for use in 
the present study. The review methods and findings were detailed in an interim report 
submitted to the Department of Health and published on the project website in May 2015
4
. 
The review has been updated periodically over the course of the evaluation and 
summarised in Chapter 2 of this report. The findings also informed the development of the 
sampling framework used in selecting case study sites in WP3 (see below). 
 
Work package 2: Mapping partnership working arrangements  
Aim and questions 
The aim of WP2 was to map current partnership working arrangements between NHS, local 
government and third sector partners に specifically in terms of the configuration and 
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operation of HWBs に across England. The 
research questions addressed during WP2 
are shown in box 3 on the following page.  
 
Study design 
A survey was conducted to gather evidence 
on the organisational arrangements, form 
and function of HWBs and to identify their 
priorities, challenges and successes. This 
method builds on previous survey work 
┌ﾐSWヴデ;ﾆWﾐ H┞ デｴW Kｷﾐｪげゲ F┌ﾐS (Humphries 
and Galea, 2013, Humphries et al., 2012). A 
number of national stakeholder interviews 
were also conducted to understand the 
complexity of HWBs and the ongoing policy 
flux at a national level. The interviews were 
central to the realist evaluation approach, as 
they aimed to understand the wider policy 
context, the objectives and expectations of 
policy in this area, and whether and how 
policy-makers used partnership as a policy 
instrument to achieve policy objectives. The 
survey and initial interviews were conducted 
between June and September 2015
5
, and 
follow-up interviews were conducted 
between January and February 2017 to 
explore changes over time. By using the two methods in combination, the study design for 
WP2 incorporated both cross-sectional and longitudinal elements. 
 
Data collection 
The survey was developed in collaboration with team members and the external advisory 
group (EAG, described below), based on insights gathered from WP1. It was then piloted 
with three HWB members に a director of public health, a local authority partnerships 
manager and a corporate policy and improvement manager に from different local 
authorities in the North East. The survey was amended based on the feedback received and 
the online version was developed using the Bristol Online Surveys platform. The final 
version included questions on: composition and organisation of the board, including issues 
relating to membership, leadership and governance; priorities of the board; relationships 
with service providers and other local partners; barriers and enabling factors; and any 
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 One interview took place in November 2015 and was therefore not included in the previous interim report. 
Box 3: WP2 research questions 
 
 How are HWBs operating to fulfil 
their stated brief or local objectives, 
and how does this compare with the 
brief set out in Department of 
Health policy? 
 
 What factors or conditions impact 
on differences in the configuration 
and operation of HWBs across the 
country? In other words, how do 
local contexts shape the translation 
of national policy? 
 
 In what ways has the creation of 
HWBs changed working 
relationships at a local level?  
 
 What factors facilitate effective 
partnership working to improve 
health and wellbeing? 
 
 Have any improvements in 
outcomes or process measures in 
relation to health and wellbeing 





progress to date. A copy of the questions is provided at Appendix B. Invitations to 
participate in the survey were sent by email to chairs of all HWBs in England (n=150), with 
two reminders sent at one month intervals between July and September 2015. Invitations 
were also sent to all directors of public health (n=135) in an effort to generate a higher 
response rate. In total, responses were received from representatives of 28 different HWBs 
(a response rate of 19%). 
Initial one-to-one interviews were conducted with key individuals involved nationally in the 
development and implementation of policy around the introduction of HWBs and the 
transfer of public health responsibilities to local authorities. Interviewees (n=13) were 
identified using a purposive sampling approach to ensure representation from key 
organisations involved in decision-making in relation to health and wellbeing nationally, 
such as the Department of Health, Public Health England and LGA. See table 3 below for an 
overview of the interview sample. The interviews were conducted by telephone (n=11) or in 
person (n=2), using the interview schedule shown at Appendix C. The schedule was used to 
explore why policy was developed in this area, what HWBs were intended to achieve, and 
whether and how previous research around partnership working was taken into account. All 
participants were invited to take part in a follow-up interview around 18 months after the 
initial interviews took place; seven agreed to take part, while others declined, did not 
respond or had changed roles and were non-contactable. These follow-up interviews were 
conducted by telephone. The follow-up interview schedule is shown at Appendix D. 
 
Table 3: National stakeholder interview sample 
 





Department of Health 
Public Health England  
Local authority 
Clinical commissioning group (CCG) 
Local Government Association (LGA) 
Association of Directors of Public Health (ADPH) 
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Total 13 7 
 
Data analysis 
Responses to closed survey questions were analysed in Microsoft Excel and descriptive 
statistics were produced, where appropriate. Responses to open-ended questions were 
exported to NVivo v.10 qualitative analysis software for coding under the main sub-headings 
used within the survey. 
Interviews were digitally recorded and transcribed verbatim by a professional transcribing 
company. Transcripts were uploaded to NVivo v.10 for analysis and coded using a 
framework developed by the team based on the findings of WP1 and the principles of a 
realistic evaluation approach (i.e. focusing on contexts, mechanisms and outcomes). The full 
survey results and initial interview findings were detailed in an interim report submitted to 
the Department of Health and published on the project website in November 2015.
7
 The 
findings informed the sampling framework and data collection tools used in WP3, and have 
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Work package 3: In-depth case studies  
Aims and questions 
The aims of WP3 were to explore in-depth the 
configuration, operation and perceived 
impact of purposively selected HWBs, and to 
explore stakeholder experiences and 
perspectives on the process of working in 
partnership as members of HWBs or as key 
local partners. The research questions 
addressed in WP3, which were consistent 
with the CMO framework associated with 
realist evaluation, are shown in box 4. 
 
Study design and settings 
A comparative case study design was 
employed, in order to maximise explanatory 
power by elucidating key factors associated 
with similarity and variation across case study 
sites (Yin, 2008). The intention was to select 
six contrasting local authority areas, ensuring 
diversity according to pertinent features 
highlighted through WP1 and WP2 and 
through discussions with the EAG members. 
Sampling criteria included geographic 
location, political affiliation, type of authority, 
urban/rural setting, population size, and 
whether or not they were an integrated care 
pioneer. It was felt important to avoid sites 
involved in related studies, including the DH 
PRP-funded project led by Linda Marks at 
Durham University
8
 (Hunter and Visram were co-investigators). 
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 Further information on the Commissioning Public Health Services (CPHS) study can be found on the project 
webpages: https://www.dur.ac.uk/public.health/projects/current/cphs/).  
 
Box 4: WP3 research questions 
 
 What form do decisions take in the 
context of HWBs? What are the 
barriers and facilitators to enhanced 
collective decision-making, and how is 
evidence used in this process? 
 
 Are HWBs viewed positively by key 
actors, particularly in terms of 
relationships, leadership, governance 
and accountability? 
 
 How successful has reconfiguration 
been in shifting power in order to 
meet policy objectives for health 
improvement and reduced 
inequalities? Are HWBs extending 
democracy? 
 
 How are HWBs using the outcomes 
frameworks to inform local priorities, 
joint strategic needs assessments, and 
health and wellbeing strategies?  
 
 Are HWBs leading to more integrated 
service provision between health and 
social care? 
 
 Have any improvements in outcomes 
or process measures in relation to 
health and wellbeing been identified 




Invitations were sent to 27 local authorities and 21 declined to take part, for reasons that 
included time/workload pressures, having recently completed the LGA peer review process, 
and being in a period of significant transition (for example, merger with a neighbouring 
authority). No response was received from one local authority, despite repeated reminders 
being sent. Significant time and effort was expended on trying, without success, to recruit a 
London-based site and/or a Conservative-led authority. The process of site selection 
commenced in October 2015 and was completed by the end of October 2016, at which 
point five local authorities had agreed to be part of the study. Key features of these sites (at 
the time of conducting our fieldwork) are shown in table 4, highlighting the degree of 
heterogeneity achieved across a number of the main selection criteria.  
 
Table 4: Case study sites 
 
Characteristics Details No. of sites 
































Number of CCGs Single 2 
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 One metropolitan district and one metropolitan borough council. 
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The following methods were employed to address the WP3 research questions: 
i)  Semi-structured interviews with between 10 and 15 key informants per site to 
explore: their experiences of partnership working, collaborative decision-making 
and/or integrated service provision; their views on the impact of the HWB in terms 
of improving the health of the local population and tackling inequalities; and any 
factors perceived to help or hinder in achieving these outcomes. 
ii)  Non-participant observation of HWB meetings to determine how each board 
operated, what form discussions took, how important decisions were made, and 
where power appeared to lie within the system (particularly in relation to whether 
or not the views of local citizens were considered). 
iii) Documentary analysis of relevant publications including the JSNA, JHWS, the 
DｷヴWIデﾗヴ ﾗa P┌HﾉｷI HW;ﾉデｴげゲ ;ﾐﾐ┌;ﾉ ヴWヮﾗヴデが ;ﾐS デｴW Cﾗ┌ﾐIｷﾉげゲ ;ﾐﾐ┌;ﾉ ヴWヮﾗヴデ ;ﾐS 
business plan, in an effort to assess whether any improvements in health outcomes 
or process measures could be attributed to the HWB and whether resources were 
being spent with greater efficiency since the implementation of the board. 
iv) Focus group discussions in each site involving representatives of selected voluntary, 
community and faith (VCF) sector organisations (n=20 interviewees), to explore their 
views on the local HWB and its mechanisms for engaging local citizens. Further detail 
is provided below in the section on public and user involvement.  
 
Core HWB members in each case study site were approached and invited to take part in the 
study; these included the HWB chair/elected member(s), vice chair/CCG lead(s), director of 
ヮ┌HﾉｷI ｴW;ﾉデｴが ;S┌ﾉデ ゲﾗIｷ;ﾉ I;ヴW ;ﾐS IｴｷﾉSヴWﾐげゲ ゲWヴ┗ｷIWゲ lead(s) and local Healthwatch 
representative. Other key local partners に primarily representatives of VCF infrastructure 
organisations and NHS providers に were identified through our discussions with HWB 
members (i.e. a form of snowball sampling) and invited to participate in interviews. 
In total, 57 initial interviews were conducted across the five case study sites between 




carried out in person, (n=36) although several took place by phone by mutual agreement 
(n=21). Follow-up interviews (n=22) were conducted with selected key informants to 
examine whether and how the role and function of each HWB had changed over time. These 
interviews took place by phone (n=11), or in person (n=11), between November 2016 and 
February 2017, and are detailed in table 6. These interviews proved very informative in 
terms of illuminating the changing policy context and, in particular, the impact of STPs on 
HWBs. The initial and follow-up interview schedules are shown at Appendices E and F.  
 
Data analysis 
The interviews and focus groups were audio-ヴWIﾗヴSWS ふ┘ｷデｴ ヮ;ヴデｷIｷヮ;ﾐデゲげ ┘ヴｷデデWﾐ IﾗﾐゲWﾐデぶが 
transcribed and analysed thematically in conjunction with relevant data extracted from the 
observation notes and documentary review. The interview schedules were devised and 
agreed by the whole team, and NVivo v.10 qualitative analysis software was used to 
systematically organise and index materials around a CMO coding framework (developed by 
Perkins and agreed by all team members; see Appendix H for example). Visual and 
diagrammatic methods were used alongside text-based methods to assist in mapping local 
configurations and roles in HWBs. This process took place during five one day workshops 
involving all members of the research team to undertake analysis of one case study site per 
workshop. Analysis was first conducted at a 'within-case' level to integrate and triangulate 
data in order to holistically describe the composition and function of the HWB within each 
site (Yin, 2008). Cross-case and longitudinal comparisons were then conducted across the 
sites to illuminate key contextual factors that shape the likely impact of HWBs as system 
leaders in facilitating health improvement, as well as whether and how these factors have 
changed over time (Eisenhardt, 1989, Pawson and Tilley, 1997).  
 




1 2 3 4 5 
HWB chair √ √ D √ √ √11 
Director of public health √ √ √ √ √ 
CCG member 1 √ √ √ √ √ 
CCG member 2 √ √ N/A √ √ 
Chief executive (local authority) √ √    
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DｷヴWIデﾗヴ ﾗa IｴｷﾉSヴWﾐげゲ ゲWヴ┗ｷIWゲ √ √ D √ √ 
Director of adult services √ AA √ AA AA 
Strategic director (local authority) √ √ D √  
Healthwatch chair/CEO √ √ √ √ √ 
Elected member 1 √ √ √ D √ 
Elected member 2   √  D 
VCF representative  √ D √  
Others: District council representative 
CCG member 3 
Elected member 3 
NHS provider  
Housing/other provider 
Local MP 
HWB development lead  
Assistant chief exec (local authority) 













































Total no. of interviews conducted 12 12 12 10 11 
HWB meeting observation √ √ √ √ √ 
Documentary analysis √ √ √ √ √ 




√  Conducted   D  Declined  
Blank  Not invited   N/A  Not applicable 






Table 6: Case study fieldwork に phase two 
 
Role Site 
1 2 3 4 5 
HWB chair/vice chair √ √ √ √ √ 
Director of public health √ √ √ √ √ 
CCG member √ √ √ √ √ 
Healthwatch chair/CEO √ √ √ √ √ 
VCF representative  √  √  




√  Conducted   Blank  Not invited 
 
Work package 4: Disseminating good practice 
The aims of WP4 were to: 1) deliver a series of workshops and events to disseminate good 
practice in relation to HWBs as system leaders for health improvement and better 
integrated care; and 2) make recommendations for the future so that opportunities for the 
NHS and local government to achieve effective integrated practice in relation to health and 
social care are fully realised. These dissemination events and recommendations have drawn 
on insights generated through the preceding work packages. 
Workshops were delivered in four of the five case study sites; the final site declined to take 
part. The purpose of the workshops was to share and verify preliminary findings with the 
HWB members and key local partners, as well as generating further discussion and useful 
learning. In addition, a national event was organised for late September 2017 (postponed 
from May 2017 due to the general election and purdah rules affecting some invited 
speakers) to disseminate and discuss the evaluation findings, with an emphasis on sharing 
key learning points and pitfalls to avoid in relation to HWBs
12
. The event was open to all 
interested parties, with invitations being distributed widely to local government, NHS, 
Healthwatch and VCF sector representatives with an interest in partnership working for 
health improvement. The event also functioned as a networking opportunity for those 
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working, studying or volunteering in this area across England. There were 74 delegates in 
total although no one attended from our five case study sites despite several people in at 
least three of the sites promising to come or send representatives.  Conceivably having to 
postpone the event from May to September was partly responsible since delegates from at 
least one study site were signed up to attend in May.  Key speakers, from the LGA, PHE and 
elsewhere, addressed the conference and workshops were held in relation to:  
 Public engagement and involvement 
 Integration of health and social care 
 Wider determinants of health, wellbeing and inequalities 
 
The purpose of the workshops was to seek feedback on に and verify に our evaluation 
findings and to generate additional insights, particularly examples of good practice, pitfalls 
to avoid and other key learning points in relation to HWBs. The event succeeded in 
achieving its aim and feedback from it was positive.    
Findings from WP1 and WP2 were presented at the Health Policy and Politics Network 
(HPPN) Spring Meeting in Manchester (May 2016) and the Dilemmas for Human Services 
conference in Northampton (September 2016). A policy session was delivered at the LGA 
and Association of Directors of Public Health (ADPH) Annual Public Health Conference in 
London (March 2017); the session focused on systems leadership and involved presenting 
findings from the two DH PRP-funded projects led by Durham University. The findings from 
the study are to be presented to the HWB at South Tyneside MBC at a special event 
organised by the Director of Public Health in January 2018.      
 
Ethical considerations 
Key ethical issues to be addressed in this evaluation included: obtaining informed consent; 
avoiding coercion; ensuring confidentiality; anonymity and safekeeping of data. National 
stakeholders interviewed during WP2 and participants in the WP3 interviews and focus 
groups received tailored information sheets that clearly explained the purpose of the 
evaluation and what would be expected from them if they decide to take part. They were 
asked for their consent to take part in the interviews or focus groups, have the discussions 
audio-recorded and for (anonymised) information to be used in published material. Written 
consent was obtained from those interviewed by phone as well as those who took part in 
face-to-face interviews; consent forms were sent to participants in advance by the project 
administrator. It was made clear that interviewees and focus group participants were free to 
exit the evaluation at any time and without giving a reason. HWB meetings are open to the 
public and therefore consent was not necessary for the observations, although the chair was 
ﾏ;SW ;┘;ヴW ﾗa デｴW ヴWゲW;ヴIｴWヴげゲ ヮヴWゲWﾐIW ;ﾐS ;ゲﾆWS デﾗ ﾐﾗデｷa┞ デｴW ﾗデｴWヴ ﾏWﾏHWヴゲく   
All data generated during the evaluation have been treated as confidential and kept secure 




Q┌WWﾐげゲ C;ﾏヮ┌ゲく TｴWゲW ｷﾐIﾉ┌SW ヮWヴゲﾗﾐ;ﾉ Iﾗﾐデ;Iデ SWデ;ｷﾉゲが デヴ;ﾐゲIヴｷヮデゲ ;ﾐS aｷWﾉS ﾐﾗデWゲく E;Iｴ 
participating local authority was given an identifier code, as were the individual participants, 
and only this code has been used to label the interview recordings, electronic files and 
transcripts. Case study sites will be anonymised in all project outputs. Respondents to the 
national survey were required to identify their host organisation so that this information 
could be used in sampling the case study sites. This created a risk that anonymity would be 
lost for individual respondents. However, the technical architecture for the survey (using 
Bristol Online Surveys) preserves the confidentiality of respondents and none of these 
organisations will be named in any publications arising from the study. 
 
Public and user engagement and involvement 
A central aspect of the research has involved evaluating how well HWBs understand and 
engage with service users and members of the public, in order to extend democracy locally. 
TｴW W┝デWﾐデ デﾗ ┘ｴｷIｴ W;Iｴ HWBゲげ ;ヮヮヴﾗ;Iｴ デﾗ ┌ゲWヴ Wﾐｪ;ｪWﾏWﾐデ ;ﾐS ｷﾐ┗ﾗﾉ┗WﾏWﾐデ ｷゲ 
authentic and effective has been assessed by: 
 Exploring the mechanisms that HWBs use to engage with service users and members 
of the public, and the robustness of their relationship with relevant local bodies and 
forums (i.e. Healthwatch and VCF sector organisations) 
 Examining how each HWB was established, with an emphasis on the degree of 
consultation and engagement with the public from the outset 
 Assessing the investment に in terms of money, skills and time に that HWBs put into 
engaging with hard-to-reach communities (geographic and communities of interest) 
to enable them to have the skills and confidence to have a voice in local decisions 
 Engaging with relevant local bodies and forums, including local Healthwatch and VCF 
sector organisations, to understand their perspectives on what does and does not 
work in relation to HWBs 
 
A number of different approaches have been used to collect relevant data, both generally 
(through the document review, case study interviews and HWB meeting observations) and 
through specific, public engagement-themed work. Local Healthwatch organisations have a 
statutory role on HWBs and therefore acted as a starting point for exploring the scale and 
impact of public and user involvement within each HWB. A factsheet on each local 
Healthwatch was produced (by Forrest) and circulated to the research team before 
commencing fieldwork. A focus group was also conducted with representatives of VCF 
sector infrastructure organisations in each case study site to explore their views on public 
engagement by the HWB. In four of the five sites, the local VCF infrastructure body 
(generally the Council for Voluntary Services (CVS)) assisted in identifying relevant 
organisations, distributing invitations and selecting an appropriate venue for the focus 




In site 1 a focus group was also conducted with members of the public. It quickly became 
clear that they had little or no knowledge of the HWB, and that they sought information on 
health and wellbeing from organisations working at a community level. Therefore a decision 
was made to focus on seeking the views of citizens through VCF organisations who had 
reach into those communities, as well as reach either with the HWB directly or through the 
VCF and/or Healthwatch representative on the board. TW;ﾏ ﾏWﾏHWヴゲげ ヮヴW┗ｷous experience 
of public and user involvement has helped to deliver on the above activities. In particular, 
Forrest led on the VCF focus groups (with assistance from other members of the study 
team) and used her network to identify lay representatives from HWBs and CCGs within the 
case study sites. She is a lay member of Sheffield CCG, co-leading on strategic engagement, 
patient and public engagement, and equality, building on past experience in advocacy, 
service improvement and community development. Other research team members also 
have experience in these sectors, particularly Adams. 
Equality and diversity issues 
TｴW ヴWゲW;ヴIｴ ┘;ゲ I;ヴヴｷWS ﾗ┌デ ｷﾐ ;IIﾗヴS ┘ｷデｴ D┌ヴｴ;ﾏ Uﾐｷ┗Wヴゲｷデ┞げゲ Dｷ┗Wヴゲｷデ┞ ;ﾐS Eケ┌;ﾉｷデ┞ 
Policy and the research instruments were subject to the uﾐｷ┗Wヴゲｷデ┞げゲ WデｴｷI;ﾉ ヴW┗ｷW┘ 
processes. Diversity and equality issues were reflected in the PPI strategy by trying to 
engage many local VCF groups representing diverse communities and in investigating how 
HWBs policies and strategies reflected the diversity and needs of local populations, 
including how the VCF sector engaged locally with HWBs, CCGs, public health teams and 
other community groups. The case study sites were selected to reflect a range of factors 
such as being an urban or rural population, indices of deprivation and political affiliation. 
The research investigated the extent to which HWBs use their knowledge and experience of 
their local communities to help shape policies and strategies that reflect the needs of 
different groups within the local population. HWBs as place based bodies were devised to 
ensure that they reflect and help shape the health needs of local populations which may be 
diverse. The research therefore highlights how HWBs had developed programmes, policies 
and services, targeted to different communities, or those with specific health needs, and 
how HWBs aim to reduce health inequalities overall and between different communities. 
External advisory group 
An EAG was convened, involving lay members as well as academic, policy and practice 
partners, many of whom were chosen for their commitment to, and experience of, patient, 
public and service user involvement. The purpose of the group was to have input into 
developing participant information resources and data collection tools, and to assist with 
interpretation and dissemination of the findings. The members were: 
 Graeme Currie, professor of public management at Warwick Business School 





 Ann Hoskins, formerly the director of children, young people and families at Public 
Health England (now retired)  
 Jim McManus, director of public health at Hertfordshire County Council 
 Jonathan Owens, deputy leader at East Riding of Yorkshire Council 
 Steve Studham, chair of Derby City Healthwatch 
 Richard Webb, Executive Director of Adult Social Care at North Yorkshire County 
Council. 
 
Because of considerable difficulties in finding dates to suit at least most EAG members, 
combined with unforeseeable and unavoidable disruption arising from a restructuring of the 
School of Medicine, Pharmacy and Health at Durham University, in which the CPPH was 
located, and its eventual transfer to Newcastle on 1 August, only one face-to-face meeting 
of the EAG took place, although members were also asked to contribute to discussions and 
comment on draft study documents via email.  Two members also took part in the national 
event in September 2017 mentioned above, with one, an elected member, chairing the day.   
This chapter has described the methods used to generate data in order to answer the 
research questions associated with each work package and ultimately to address the over-
arching evaluation aims and objectives. Subsequent chapters detail the evaluation findings 
arising from the processes of data collection and analysis outlined here; the findings are 

















4. KEY FINDINGS 
This short chapter provides an overview of the five case study site areas that were the focus 
of WP3 (table 7) and highlights pertinent features of their respective HWBs (table 8). The 
main findings from across all work packages are then summarised before being presented in 
detail in subsequent chapters (4.1 to 4.5). 
 
Case study site characteristics 



























Local priorities (from 
the PHE Health Profiles) 
Site 1 4 16.8  M: 8.2 
F: 6.4 
2.4 64.6  Reducing inequalities 
in healthy life 
expectancy 
 Emotional health and 
wellbeing of children 
and young people 
 Smoking in pregnancy 
Site 2 2  29.4 M: 13.1 
F: 10.9 
14.4 48.1  Delivering the best 
possible start in life for 
all children 
 Increased emphasis on 
broader policies to 
deliver health and 
wellbeing across the 
life course 
 Better integration and 
effectiveness of 
services to help reduce 
inequalities 
Site 3 2  21.5 M: 7.3 
F: 5.8 
4.4 57.1  Improving health and 
wellbeing overall 
 Reducing inequalities 
Site 4 1  32.9 M: 8.6 
F: 6.6 
40.6 58.0  Childhood obesity 
 Statutory 
homelessness 
 Reducing the numbers 
of vulnerable children 
and adults 
Site 5 4  16.3 M: 9.6 
F: 9.7 
6.1 66.0  Increasing physical 
activity 
 Focusing on early years 
health in deprived 
communities 





Source: PHE (2017). Health Profiles: http://fingertips.phe.org.uk/profile/health-profiles.  
*
1
Derived from Index of Multiple Deprivation (IMD) rankings, where quintile 1 is the most deprived 
and quintile 5 is the least deprived. 
*
2 
Dependency ratio = (dependants / working population) x 10 
N.B. Text in red denotes values that are higher than the averages for England as a whole, whereas 
green denotes values that are lower than the national averages. 
 














Other reps Sub-group 














Yes (high-level core 
group, plus task-and 
finish groups at sub-
board level) 










Yes (sub-committee at 
chief officer level, plus a 
health and social care 
integration group) 












Yes (operations group 
focused on integrated 
commissioning) 




Quarterly Yes (single rep) Yes (single rep) Yes 
(community 
safety) 
Yes (operations group 
made up primarily of less 
senior officers ) 










1 and 2) 








These two sites experienced a change in HWB chair during the course of the study, although not a 





misuse, smoking and 
obesity 
 Promoting mental 






Overview of study findings  
In this section we summarise and list our study findings in respect of each of the four work 
packages (see Chapter 3, Figure 4).   
WP 1 ʹ Literature review  
Our literature review, which focused on reviewing the evidence on partnership working, found 
that:  
 Widespread progress was being made across some common themes, such as the 
building relationships between HWB members, using development sessions or 
informal meetings to clarify priorities; developing sub-structures and working groups 
to support the HWB; and using the BCF to provide a focus for their efforts. However, 
progress had been slower than anticipated and many boards were still some way off 
from acting as a driver on key issues.  
 A key challenge arose from the absence of statutory powers and the need for boards 
デﾗ ;Iケ┌ｷヴW けゲﾗaデ ヮﾗ┘Wヴげ ;ゲ ｷﾐaﾉ┌WﾐIWヴゲ ;ﾐS ﾐWｪﾗデｷ;デﾗヴゲ ﾗa Iｴ;ﾐｪWく Q┌Wゲデｷﾗﾐゲ ;ヴﾗゲW 
regarding both the form that leadership should take and the skills and attributes of 
individuals needed to enact such leadership.  
 Many HWBs were yet to position themselves as the key strategic forum for driving 
the health and wellbeing agenda. The review concluded that recent literature 
SWﾏﾗﾐゲデヴ;デWS デｴ;デ HWBゲ ヴWﾏ;ｷﾐ ; I;ゲW ﾗa け┘ﾗヴﾆ ｷﾐ ヮヴﾗｪヴWゲゲげ when it came to 
leadership, collaborative working and integrated service provision. It also suggested 
that many of the lessons from previous models of partnership working had not 
informed the working practices of HWBs. 
WP 2 ʹ National survey and interviews 
WP2 comprised two parts: (a) a series of elite actor interviews conducted with key 
individuals involved nationally in the development and implementation of government 
policy around HWBs (n=12); and (b) a national survey to add to existing evidence on the 
organisational arrangements, form and function of HWBs, and identify their priorities, 
challenges and successes. A total of n=28 out of 150 HWB responses were received.  
Three key themes emerged from the elite actor interviews:  
 HWBs were established as partnerships, a favoured policy instrument used by 
government without much evidence of previous success.  
 In terms of leadership, there were multiple views on the nature of good leadership, 
what it means, how it is identified, and how it is developed. 
 The third theme concerned the introduction and operation of HWBs being set 




the meta-policy of localism and the desire to ensure consistency between local 
authorities, although there was a clear difference of understanding and narrative 
around the notion of localism. For some interviewees, the introduction of HWBs and 
the transfer of public health responsibilities to local authorities was seen an example 
of the increasing fragmentation of the system. In comparison, others saw localism as 
desirable, bringing decisions about place and personalisation to a local level. But 
there were also tensions locally, both because of cultural differences between key 
HWB partners and because of differences in targets, performance frameworks and 
policy expectations between partners. A further tension was created by fuzzy, 
sometimes conflicting, policy objectives. Several examples were provided, one of 
which was the tension between a focus on being transformational and transactional 
respectively, particularly in terms of the BCF. 
 
Key findings from the national survey:  
 A consistent finding was the level of variation between HWBs in terms of their size, 
membership, governance arrangements, priorities and workload. They had a range 
of priorities, although obesity, an ageing population and mental health were 
identified by many respondents. These priorities were expressed in many different 
ways, from specific output-related targets to overall strategic intent. It was evident 
デｴ;デ デｴWヴW ┘;ゲ ﾐﾗデ ; けﾗﾐW ゲｷ┣W aｷデゲ ;ﾉﾉげ ;ヮヮヴﾗ;Iｴ デﾗ HWBゲく 
 Respondents identified significant barriers to successfully delivering against policy 
objectives for HWBs, including challenges related to developing and maintaining 
good relationships between partners, reducing resources coupled with increasing 
need, and the complexity of the health and wellbeing system. Despite these 
challenges, respondents were generally positive about the ability of HWBs to deliver 
against stated policy objectives and to improve outcomes in terms of prevention, 
service integration, tackling health inequalities and enhanced democracy. Although a 
range of output and outcome measures and reporting mechanisms were identified 
by respondents, it was evident that some issues were yet to be addressed, including 
attribution (particularly in relation to preventative and public health interventions) 
and resources.        
WP 3 ʹ Five local authority case studies 
For WP3, semi-structured interviews (n=57) were conducted across the five case study sites. 
Follow-up interviews (n=22) were conducted with selected participants to examine whether 
and how the role and function of each HWB had changed over time. Five focus groups in the 
study sites were conducted with VCF infrastructure organisations. A series of elite actor 
follow-up interviews (n=7) were conducted with key individuals involved nationally in the 
development and implementation of government policy around HWBs. 




 Participants believed that relationships and trust matter in HWBs; having the 
appropriate individuals in the key organisations willing to invest the time, 
commitment and energy to create a successful partnership are key elements that 
can mean the difference between success and failure.  
 Institutional complexity and competing system hierarchies (e.g. the demands and 
priorities of STPs, NHS and policy initiatives such as the BCF) tended to result in the 
dilution of local priorities and focus of HWBs. 
 Many in our study said that STPs side-line HWBs since they were perceived as having 
a larger geographical footprint and a degree of power and influence which HWBs did 
not possess.  
 A lack of strategic direction and a focus on clear objectives on the part of HWBs was 
a common theme amongst participants. 
 Boards were generally not viewed as system leaders, more a collection of leaders 
accountable to their own organisation; each with its own (often conflicting) priorities 
and working in organisational silos with partners not held to account. 
 A lack of strategic join-up was evident, for example in respect of the joint health and 
wellbeing strategy (JHWS) and other policy initiatives where there was (at both 
strategic and operational levels) little ownership of the JWHS, with a lack of 
accountability for elements of the strategy. The strategies were not regarded as an 
integral part of the health and social care landscape. 
 Despite these concerns and weaknesses it was also recognised that HWBs were the 
only forum at present where the system came together however imperfectly. 
 There was widespread acknowledgement that little had been done by HWBs in 
terms of public and user involvement.  
 Healthwatch were generally seen as engaged and contributing to and challenging 
HWBs, but there were issues about their role in terms of acting as a conduit for 
public engagement for HWBs. 
 In regard to VCF sector organisations, HWBs had not capitalised on previous (better) 
engagement processes and a lack of investment in infrastructure to the sector had 
hindered engagement with inconsistent engagement across HWB footprints.  
 There was a clear lack of outcomes in delivering on HWB goals and priorities, with 
insufficient accountability, a lack of strategic focus and poor performance 
management being cited as factors. 
 There was some concern that there was a lack of focus and action on health 
determinants and inequalities.                 
WP 4 - Dissemination 
WP4 consisted of delivering local workshops and a national event to disseminate good 




 Workshops were delivered in four of the five case study sites with the purpose 
sharing and verifying preliminary findings with the HWB members and key local 
partners, as well as generating further discussion and useful learning.  
 A national event was organised in September 2017 to disseminate and discuss the 
evaluation findings. Invitations were distributed widely to local government, NHS, 
Healthwatch and VCF sector representatives with an interest in partnership working 
for health improvement. There were 74 delegates in total. Key speakers addressed 
the conference and small group discussions were held in relation to three topics 
relating to the research: public engagement and involvement; integration of health 
and social care; the wider determinants of health, wellbeing and inequalities. The 
purpose of the small group discussions was to seek feedback on に and verify に our 
evaluation findings and to generate additional insights, particularly examples of good 
practice, pitfalls to avoid, and other key learning points in relation to HWBs. 
Additional dissemination activities took place during the study as follows: 
 Findings from WP1 and WP2 were presented at two conferences in 2016: the Health 
Policy and Politics Network (HPPN) Spring Meeting in Manchester (May 2016), and 
the Dilemmas for Human Services conference in Northampton (September 2016). 
 A policy session was delivered at the LGA and Association of Directors of Public 
Health (ADPH) Annual Public Health Conference in London (March 2017); the session 
focused on systems leadership and involved presenting findings from the two DH 













4.1 FINDINGS: THE CHANGING CONTEXT 
OF HWBs 
Background: the context of HWBs 
This section considers the political, cultural and economic context in which HWBs were, and 
continue to be, shaped. Context is the first component of the realist evaluation framework 
employed in the study and includes features such as social, economic and political 
structures, organizational context, programme participants, programme staffing, 
geographical and historical context and so on.  As Pawson and Tilley (2004:7) note: けCﾗﾐデW┝デ 
describes those features of the conditions in which programmes are introduced that are 
relevant to the operation of the programme mechanisms. Realism utilises contextual 
デｴｷﾐﾆｷﾐｪ デﾗ ;SSヴWゲゲ デｴW ｷゲゲ┌Wゲ ﾗa けaﾗヴ ┘ｴﾗﾏげ ;ﾐS けｷﾐ ┘ｴ;デ IｷヴI┌ﾏゲデ;ﾐIWゲげ ; ヮヴﾗｪヴ;ﾏﾏW ┘ｷﾉﾉ 
┘ﾗヴﾆげく Therefore, there is a focus upon factors such as the policy drivers behind the 
formation of HWBs, the history of partnership working in our case study sites, the move of 
public health into local government, the abolition of primary care trusts (PCTs) and 
subsequent formation of CCGs. More recently, there have been the changes arising from the 
NHS Five Year Forward View with the introduction of New Care Models, STPs, Accountable 
Care Systems (ACSs) and the response of HWBs to this new emerging policy landscape. 
 
Policy drivers 
In our second interim report, it was argued that policy development and implementation 
around the introduction of HWBs were not clear, with a number of different and 
occasionally conflicting policy objectives in evidence. We highlighted that respondents to 
our national survey (DsPH and HWB chairs) identified several significant barriers to 
successfully delivering against policy objectives for HWBs, including challenges related to 
developing and maintaining good relationships between partners, shrinking resources 
coupled with increasing need, and the overall complexity of the health and wellbeing 
system. Our interviews with national and local policy actors and voluntary sector focus 
groups also highlighted some of these concerns.  
It was claimed by participants in our case study sites that national policy drivers could take 
precedence over HWB priorities and undermine local initiatives, with the following 
frequently cited: the Better Care Fund, New Care Models/Vanguards, STPs, Success Regime, 
and The Care Act. NHS priorities could also take precedence with papers from the 
Department of Health having to be signed off by boards. A local authority Chief Executive in 




けTｴWヴW ｷゲ ｪﾗ┗WヴﾐﾏWﾐデ ﾉWｪｷゲﾉ;デｷﾗﾐ ;ﾐS ┘W ｴ;┗W デﾗが ┘W I;ﾐげデ ｷｪﾐﾗヴW デｴ;デく “ﾗ ｷデ ｷゲ very 
much about how we work within that rather than ignore it. But inevitably last year 
デｴWヴW ┘;ゲ ; ﾉﾗデ ﾗa ┘ﾗヴﾆ ｪﾗｷﾐｪ ﾗﾐ ┘ｷデｴ デｴW I;ヴW ;Iデ ;ゲ ┞ﾗ┌げS ｷﾏ;ｪｷﾐWげ.  
In site 2, for instance, it was also believed that insufficient time was spent ﾗﾐ デｴW Hﾗ;ヴSげゲ 
own agendas and this proved distracting. Some national agendas did not fit with the board 
timetable in site 2 and got delegated to the boardげs sub group. There was a belief by a local 
authority Assistant Chief Executive in this site that the board needed to do more to manage 
the work programme けぐヴ;デｴWヴ デｴ;ﾐ aWWﾉ デｴ;デ ┘W ;ヴW HWｷﾐｪ ヮ┌ゲｴWS ｷﾐデﾗ Sﾗｷﾐｪ デｴｷﾐｪゲ デｴ;デ ;ヴW 
ヴWケ┌ｷヴWS H┞ IWﾐデヴ;ﾉ ｪﾗ┗WヴﾐﾏWﾐデぐげ. 
These themes were largely echoed in our follow-up interviews with national stakeholders. A 
concern among participants was that with STPs, Vanguards and multispecialty community 
providers (MCPs), influence was moving away from HWBs as these newer organisations, and 
the initiatives they bring with them, have money and power. Another participant described 
how with the continued development and implementation of STPs there was a need to 
avoid duplication between JHWSs and STPs.  Again, the concern of power and influence 
moving away from HWBs was evident:  
けぐｷデげゲ ;ﾉゲﾗ ｷﾐ デｴW IﾗﾐデW┝デ ﾗa W┗Wヴ┞デｴｷﾐｪ WﾉゲW デｴ;デ ｷゲ ｪﾗｷﾐｪ on, keeping up the profile 
and momentum of the health and wellbeing boards, I think this bit about being 
effectively relegated because other things become more important, supersede it, is a 
Iｴ;ﾉﾉWﾐｪWく I デｴｷﾐﾆ デｴ;デげゲ ｷデ ヴW;ﾉﾉ┞げ (National Interviewee, 2).  
This interviewee also discussed the influence of Vanguards and MCPs:   
けAﾐS デｴW ケ┌Wゲデｷﾗﾐ デｴWﾐ ｷゲ ┘ｴWヴW Sﾗ デｴW デﾗヮ デ;HﾉW ヮﾉ;┞Wヴゲ ｪﾗ デﾗ Sﾗ デｴWｷヴ H┌ゲｷﾐWゲゲい AﾐS 
WゲゲWﾐデｷ;ﾉﾉ┞が ┞ﾗ┌ ﾆﾐﾗ┘が デｴｷﾐﾆｷﾐｪ ;Hﾗ┌デ デｴW ┗;ﾐｪ┌;ヴS ｷﾐくくくぷデｴW ﾉﾗI;ﾉ ;┌デｴﾗヴｷデ┞へ デｴW┞げヴW 
デｷｪｴデが デｴW┞げヴW ┘;ﾐデｷﾐｪ デﾗ デ;ﾆW Iﾗﾐデヴﾗﾉが デｴW┞げヴW ┘;ﾐデｷﾐｪ デﾗ HW デｴWｷヴ ﾗ┘ﾐ ヮﾉ;IWが HWI;┌ゲW 
┘WげヴW SｷゲデｷﾐIデｷ┗Wが ┘W ﾆﾐﾗ┘ ┘ｴ;デ ┘WげヴW Sﾗｷﾐｪが ┘Wげ┗W ｪﾗデ ｪﾗﾗS ヴWﾉ;デｷﾗﾐゲｴｷヮゲ ;ﾐS ゲﾗ ﾗﾐが 
ゲﾗ デｴW┞げヴW デｴヴﾗﾐｪｷﾐｪ ;┘;┞ ;ﾐS デｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ｷゲ ; Hｷデ ﾗa ;ﾐ 
afterthought. People go to it, but where the action is, is the MCPs effectively, the 
vanguard. And when you say where are the meaningful conversations taking place? 
You know, CCGs, the providers, even the local authority is going into those places 
HWI;┌ゲW デｴ;デげゲ ┘ｴWヴW デｴW ﾏﾗﾐW┞ Iﾗﾐ┗Wヴゲ;デｷﾗﾐ ｷゲ デ;ﾆｷﾐｪ ヮﾉ;IWげ (National Interviewee, 
2).  
Our interviewees ;ヴｪ┌WS デｴ;デ デｴW HWB ┘;ゲ ; けIﾉW;ヴｷﾐｪ ｴﾗ┌ゲWげ aﾗヴ SｷゲI┌ゲゲｷﾗﾐゲ on STPs and 
Vanguards as the local authority was not tied into those discussions. 
 
Partnership working 
Our study site participants highlighted that in terms of partnership working, good 




organisations willing to invest the time, commitment and energy required to create a 
successful partnership were key elements making for success or failure. The history of 
partnership working had an impact on the approach adopted by HWBs. Our field sites 
displayed a variety of approaches to partnership working as described below.   
Partnership working in site 1 was generally considered in positive terms. A strong history of 
working in partnership was cited in the spheres of social care and health.  There was felt to 
be an ethos of trust underpinning the health partnerships previously and, more generally, 
with partners building relationships, sharing resources, working collaboratively and setting 
targets and goals together. This level of trust had been eroded somewhat in terms of local 
authority and CCG relationships and there was some concern that there was variable 
engagement and lack of trust between the CCGs and the council, and a lack of sharing of 
information and engagement between these partners. It was also commented upon that 
continuous reorganisations of the health service had not helped the cause of partnership 
working. 
In site 2, until 2011 there was an LSP with a number of thematic partnerships but the 
incoming new administration in 2011 dissolved the LSP. However, partnerships generally 
were not always harmonious as this HWB Development Lead officer explained:  
けぐデｴWヴW ｴ;ゲ HWWﾐ ; Hｷｪ ｷゲゲ┌W ヴW;ﾉﾉ┞ ;ヴﾗ┌ﾐS デｴW ケ┌;ﾉｷデ┞ ﾗa デｴW ┘ﾗヴﾆｷﾐｪ ヴWﾉ;デｷﾗﾐゲｴｷヮゲ 
between agencies... And our former PCT and our FT did not get on at all.  And in a 
way the CCG has inherited some of that relationship with the FT is quite awkward, 
the council has been able to be in there being a bit of a referee and nurturing that a 
ﾉｷデデﾉW Hｷデげ.   
However, to counter-balance these deficits, it was argued that other facilitators for 
partnership working, which included an authority-wide health initiative, had helped shape 
the focus on wider determinants of health.  
In site 3, previous relationships between the PCT, acute trust and the council were described 
by one participant as けSｷヴWげが with the Chief Executive of the PCT and the council 
communicating only by letter. A previous inspection of the council by the former Audit 
Commission saw it not performing as well as it could and this led to the impetus for 
undertaking partnership working in a different way and encapsulated with the formation of 
the HWB. A recurring theme from participants in this site was that there was a desire for the 
HWB to do things differently and not be just another council committee but rather a true 
partnership board. Very early on it was decided to utilise system leadership approaches to 
achieve HWB aims and objectives.  Consequently, HWB members joined a programme 
ﾗaaWヴWS H┞ デｴW Kｷﾐｪげゲ F┌ﾐS adopting system leadership methods. In the year preceding the 
formal establishment of HWBs, partners decided not to set up a shadow board, instead 




would aim to achieve, and how it would define health and wellbeing. This included holding 
externally facilitated development sessions for HWB partners. 
In site 4, there was a generally, although not entirely, poor history of partnership working. 
Personality conflicts, tensions within the health sector (providers and former PCTs not 
working together), and lack of partnership working with the local authority and the VCF 
sector were all cited as factors making for poor partnership working. Cultural differences 
were also cited as a dynamic making partnership working more difficult. Different leadership 
approaches and cultures within the PCTs and different personalities were also cited as 
contributing factors. A CCG Chair commented on the acrimonious nature of the previous 
PCT and local authority relationship:  
けI デｴｷﾐﾆ ｴｷゲデﾗヴｷI;ﾉﾉ┞ ｷデげゲ a;ｷヴ デﾗ ゲ;┞ デｴ;デ デｴW ヮヴｷﾏ;ヴ┞ I;ヴW デヴ┌ゲデ SｷS ﾐﾗデ ｴ;┗W a good 
relationship with the local authority. And that the local authority did not have a good 
relationship with the primary care trust, I think, you know, there was I think blood on 
デｴW aﾉﾗﾗヴ ;デ デｷﾏWゲげ.  
Relationships between two of the three CCGs in site 4 were characterised as poor and 
partnership working was seen as problematic in some instances. Again, these problems 
were the result in part of cultural and personality differences.  
In site 5, a change in senior leadership roles in key organisations before the formation of the 
HWB had brought about a cultural shift with a focus on the integration of health and social 
care. There was a separate health and wellbeing partnership board, a precursor to the 
current board that had a slightly broader membership including the voluntary and 
community sector. Changes in leadership in key organisations brought about a desire to 
change and focus on the integration of health and social care in addition to a recognition 
that working collaboratively made sense when there was a lack of resources.   
In terms of partnerships with the VCF sector organisations it was argued by our focus group 
participants in the case study sites that since the Health and Social Care Act 2012, 
partnership commitment had declined, particularly with regard to the third sector. A 
voluntary sector manager noted that:  
けI Sﾗﾐげデ デｴｷﾐﾆ IWﾐデヴ;ﾉ ｪﾗ┗WヴﾐﾏWﾐデ ｴ;ゲ ;Iデ┌;ﾉﾉ┞ ｪﾗﾐW a;ヴ Wﾐﾗ┌ｪｴ ｷﾐ デヴ┞ｷﾐｪ デﾗ ;Iデ┌;ﾉﾉ┞ 
require that the third sector becomes involved at the strategic level as a partnerげ (Site 
3, focus group). 
It was further noted that, previously, various infrastructure bodies gave a strategic voice to 
the sector, but these had suffered from funding cuts. It was observed that LSPs were 
involved and worked with the voluntary sector and with communities, and that LSPs were 
less structured around the local authorities and more around strategic partnerships but LSPs 




Overall, across all five sites, although there was some evidence of successful partnership 
working this did not axiomatically mean that successful partnership working would 
continue. It was argued that partnerships needed trust and good relationships as their 
bedrock, with the right key players in position and clear goals agreed concerning what was 
to be achieved with buy-in at all levels, from the strategic level downwards. Cultural and 
relational factors could also help or hinder the contextual development of HWBs and there 
remained tensions between agencies and key personnel on HWBs. Whether this was a key 
factor in current board partnerships was not clear. But it was clear that changes in 
personnel at the top of key agencies (as cited in site 5 in terms of the drive for health and 
social care integration), and a desire to do things differently by working in partnership (site 
3) can, as will be seen in terms of the integration of health and social care, make a real 
difference. It was noted, too, that system reorganisation did not help ensure the stability of 
partnerships, with the abolition of PCTs and creation in their place of CCGs, and the move of 
public health into local government which had the effect of destabilising former partnership 
networks and personal relationships. In their place was a more fragmented local health and 
social care system.  
 
Local challenges and opportunities 
The fragmentation theme just noted was echoed by all our participants. Working with 
multiple CCGs created a complex policy landscape; in two study site areas one CCG covered 
two local authority areas, adding to the complexity. There was also discussion of the health 
landscape becoming more complex generally, with a large number of NHS trusts in addition 
to CCGs. Furthermore, the system was in constant flux, with new initiatives and 
programmes constantly appearing. The HWB Vice Chair in site 2 encapsulates some of these 
issues:  
けSoぐ┘W ｴ;S デ┘ﾗ CCGゲぐ;ﾐS ┘Wげ┗W ﾐﾗ┘ ｪﾗデ ﾗﾐW CCG ;Iヴﾗゲゲ デｴW ┘ｴﾗﾉW ;ヴW;く  Aﾉﾉ デｴW 
デｷﾏW ┞ﾗ┌げヴW ゲデヴ┌Iデ┌ヴｷﾐｪく  AﾐS デｴ;デ ;Iデ┌;ﾉﾉ┞ デ;ﾆWゲ ;┘;┞ デｴW aﾗI┌ゲ aヴﾗﾏ ┘ｴ;t you need 
to be doing and how you need to be spending your money and what you need to be 
ヮヴｷﾗヴｷデｷゲｷﾐｪ aﾗヴ デｴW a┌デ┌ヴWげ.  
There was a comment by a national interviewee that policy under successive governments 
had fragmented the NHS: 
けB┌デ ｷﾐ ; ┘;┞ ┞ﾗ┌ ゲｷデ there, say, somewhere like the middle of Nottingham or 
LWｷIWゲデWヴ ﾗヴ ┘ｴWヴW┗Wヴ ;ﾐS ┞ﾗ┌ H;ゲｷI;ﾉﾉ┞ ゲ;┞ ┘Wﾉﾉ ┘ｴWヴWげゲ デｴW HW;デｷﾐｪ ｴW;ヴデ ﾗa ｴW;ﾉデｴ 
;ﾐS ┘WﾉﾉHWｷﾐｪ ｴWヴWが ;ﾐS ┞ﾗ┌げS ｪWデ ゲｷ┝ SｷaaWヴWﾐデ ;ﾐゲ┘WヴゲぐくデｴWヴWげゲ ┗;ヴｷ;Hｷﾉｷデ┞げ . 
Participants in the VCF focus groups discussed how difficult it was for the public and VCF 
organisations to understand local structures, and how there was now less contact and 




There was also discussion that some CCGs did not understand the complexity and range of 
the VCF sector and the contribution it could make to improving health and wellbeing. 
 
The move of public health to local government 
While some positive engagement was cited with local authorities in terms of health 
becoming embedded more widely across local government functions (including planning 
housing and transport), there was an acknowledgement that a greater emphasis on, and 
clarity over, tackling the wider determinants of health and health inequalities were needed.  
In two study sites, there was some evidence of a commitment to tackling the wider 
determinants agenda and inequalities. Some of our interviewees described a growing 
emphasis on prevention, with Directors of Public Health (DsPH) playing an increasingly 
important role in the new structures as discussions around health and social care shifted  to 
Sustainability and Transformation Partnerships.  
Our follow-up interviews found that public health was still in the process of becoming 
embedded in local government, although the degree to which this was occurring varied. In 
one site under a new DPH, public health was driving the prevention agenda and had set up 
or help fund initiatives around anti-poverty work (such as helping organisations who provide 
food for food banks, or locating advice centres in GP surgeries). In another site, the public 
health perspective at HWB level was seen to be lacking and it was argued that public health 
should become more embedded within local government. The chair of the HWB in another 
case study area cited smoking cessation and drug and alcohol work as having a significant 
impact in a relatively short space of time. There was also still the view expressed in our 
follow-up interviews that there needed to be more emphasis on the wider determinants of 
health. 
Our national follow-up interviews found that participants believed that the move of public 
health to local government was welcomed overall, but not at a time of austerity. Operating 
within such severe financial constraints had led to a focus on prevention and tackling the 
wider determinants of health with the goal of preventing health problems before they arose 
and therefore being more cost effective. But while there was a perception that public health 
would be central in the way HWBs worked, in practice the function was described as a 
shadow of what it had been in 2011/12. It was argued that there needed to be some way of 
strengthening the public health input if the commitment to the prevention agenda was both 
genuine and achievable. However, in this regard it was of serious concern that public health 
funds going to local authorities had been cut with further cuts envisaged.  
Although it was encouraging that in some sites there was thought to be stronger public 
health leadership emerging, the agendas for HWBs remained dominated by health care and 
in fewer cases by social care issues. They were not primarily driven by addressing the 




Changes over time 
At the time of the first phase interviews there were both concerns and opportunities cited 
in some sites in terms of the then emerging Sustainability and Transformation Plans (STPs に   
subsequently renamed Sustainability and Transformation Partnerships). As noted in Chapter 
1, STPs are b;ゲWS ;ヴﾗ┌ﾐS けヮﾉ;IWげ, not single organisations, with 44 geographical footprints 
initially proposed across the country. The aim of STPs is to integrate care, with an emphasis 
on more collaboration between providers, less competition, and a focus on population 
health.  Each partnership was invited to form a board, appoint a leader, and identify 
resources and staff to implement the plans. In March 2017 new accountable care systems 
(ACSs), which were characterised as evolved versions of STPs were announced, giving 
greater support and freedom by national NHS bodies to manage local resources and 
implement services changes. At the time of writing, eight ACSs had been announced (Ham 
et al, 2017; Iacobucci, 2018). The term currently favoured to describe them is Integrated 
Care Systems or Partnerships.  
Concerns were expressed that HWBs would become increasingly irrelevant and at risk of 
being subsumed by STP boards. However, other interviewees mentioned newly configured 
STPs operating across larger footprints which could offer the prospect of collaboration with 
HWBs. In our follow-up interviews, participants reflected on how STPs had dominated the 
agenda. There were concerns in three of the sites that there had been no engagement over 
the STP plans that had been produced and also concern expressed in two of those sites that 
the HWB could become side-lined. In one case study site, the HWB had an oversight role of 
the STP but only when a plan had been produced. Another site was part of a combined 
authority which negated the need for an STP. One participant in our national follow-up 
interviews noted ｴﾗ┘ “TPゲ ┘WヴW デｴW け;IｷS デWゲデげ aﾗヴ HWBゲ ;ﾐS boards needed to engage with 
them or risk becoming irrelevant. Another national interviewee commented on how STPs 
had absorbed many of the roles of HWBs, with STPs being the central focus of a larger place-
based exercise as opposed to HWBs operating on a smaller local authority footprint. There 
was also concern that the larger STP footprints could mean a loss of focus on smaller local 
authority areas. There was a perception that the NHS had ignored HWBs and had けgone it 
aloneげ in deciding on their own place-based STPs, and that many STP leaders did not want or 
welcome local government engagement. It was felt by another national participant that STPs 
were the place where leaders had coalesced and local government had to react. An 
interviewee who was a leader of an STP believed it would be helpful if HWBs had an 
oversight role of STPs. Also, a governance structure was required which reflected the 
engagement of the NHS and local government. This person noted there was no appetite for 
further structural reform following the much-criticised Health and Social Care Act 2012. The 
HWB Chair in site 4 outlined some of the themes discussed by interviewees: 
 けWW ｴ;┗W really had to fight to get a voice on the STP process. As a councillor, I felt it 
was very important that I understood the STP process, so I sort of budged my way in. 




authority] chief exec, but I felt it was very important that as the Health and 
Wellbeing Board chair and the head of health and social care in the council that I was 
ヮ;ヴデ ﾗa デｴ;デく “ﾗ aヴﾗﾏ S;┞ ﾗﾐW I ｴ;┗W Wﾐゲ┌ヴWS デｴ;デ I ｴ;┗W HWWﾐ ; ヮ;ヴデ ﾗa ｷデぐI ;ﾏ ﾐﾗ┘ 
sat on the board as the health and wellbeing board chair, but I have no voting rights. 
“ﾗ デｴW ﾗﾐﾉ┞ ヮWﾗヮﾉW ┘ｷデｴ ┗ﾗデｷﾐｪ ヴｷｪｴデゲ ;ヴW デｴW ﾉW;SWヴ ;ﾐS デｴW IｴｷWa W┝WIげ. 
 
Devolution 
Devolution involves the delegation of a range of functions, powers and funds from central 
government to new configurations of local authorities in an area. At the time of writing, 10 
devolution areas have been agreed.13 Most notable is the scale of devolution in the Greater 
Manchester area which is the only devolution area with devolved health powers, bringing 
together 10 local authorities, 12 CCGs, 15 NHS trusts and foundation trusts, and NHS 
England (Walshe et al, 2016). Four main issues emerged on devolution from our research:  
 Little consultation and lack of debate on devolution proposals or the functions of a 
combined authority. 
 Devolution footprints differed from STP, CCG and local authority footprints and were 
overlaid on, and added to, an already complex geography. 
 There were opportunities to integrate services at scale in areas such as transport, 
safeguarding issues, economic development に HWBs could work in a more strategic 
and cohesive manner. 
 Our follow-up interviews found that in three of the five case study sites (one site was 
part of a combined authority) the devolution proposals had largely stalled. 
Although health care was not a devolved function in four of the five study sites, in site 5, 
devolution was a major theme because the local authority was part of a combined authority 
agreement. It was argued that devolution was complex and there was some uncertainty 
over where the HWB fitted in the policy landscape and whether organisations such as local 
authorities and CCGs were け┌ヮ デﾗ ゲヮWWSげ ┘ｷデｴ SW┗WﾉﾗヮﾏWﾐデゲ ﾗﾐ デｴW SW┗ﾗﾉ┌デｷﾗﾐ ;ｪWﾐS;く Iデ 
was noted that in terms of devolution the HWB had been reactive rather than proactive.  In 
the national follow-up interviews a number of issues were raised concerning devolution. 
Participants observed that decisions needed to be made on what to scale up and delegate 
down. As mentioned by one national interviewee, there was consideration of the need for a 
combined authority level based HWB: けぐゲﾗﾏW ﾗデｴWヴ ヮﾉ;IWゲ ;ヴW ;ﾉヴW;S┞ デｴｷﾐﾆｷﾐｪ ;Hﾗ┌デ ｷa ┘W 
ｪﾗデ ; IﾗﾏHｷﾐWS ;┌デｴﾗヴｷデ┞ Sﾗ ┘W ﾐWWS ; IﾗﾏHｷﾐWS ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴSいげ (National 
Interviewee, 1). Another interviewee cautioned that a danger in scaling up was that the 
population focus would be lost. It was also considered how HWBs could keep the focus local 
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especially in regard to adopting community asset-based approaches. There was further 
comment on how a number of public health issues needed to be organised on a regional 
basis.  
 
Austerity and lack of resources 
Lack of financial resources was a concern across all five sites albeit to varying degrees. 
Discussions centred on cuts to local authorities, CCGs, social care and public health, and on 
the cuts, and potential cuts, to the voluntary and community sector. In one site in our 
baseline interviews there was discussion of having to make savings in the region of £150 
million. The main concerns were the cuts (or potential cuts to come) in preventative 
services. In sites where good partnerships had developed, there was more emphasis on 
combining resources to combat fiscal reductions across health and social care.  However, 
opinion was divided when interviewees were asked whether fiscal constraint had resulted in 
agencies working more collaboratively or retreating into silos. For instance, it was noted  
how pooling budgets in one site had mitigated some of the worst of the cuts, while in other 
sites there was concern that agencies might retreat into silo working. Comments were also 
offered in regard to how fiscal pressures were undermining new ways of working due to the 
additional resources required either for new programmes or the scaling back and double 
funding of existing and new provision.   
A number of issues were raised amongst the focus groups with the VCF sector in regard to 
financial constraint and particularly how they believed this was impacting upon local 
authorities and HWBs. Budget cuts were severely affecting councils and HWBs had become 
inward looking, not addressing wider determinants of health. Duplication of service 
provision was an issue in some sites and the voluntary and community sector was asked to 
develop services, but there was not a complete mapping of who provided what services and 
therefore there were missing parts of the picture in terms of provision. There was also some 
concern expressed that HWBs did not engage the sector to better understand the resources 
in communities and displayed little understanding of communities and work on deprivation 
on the ground, only utilising local data to prioritise services and provision rather than focus 
on work on-going by the sector in communities. This focus group participant discussed the 
impact of cuts in funding: 
けIげ┗W ﾉﾗゲデ Iﾗ┌ﾐデ ﾗa デｴW ;ﾏﾗ┌ﾐデ ﾗa デｷﾏWゲ ｷﾐ ┗;ヴｷﾗ┌ゲ ﾏWWデｷﾐｪゲ ┘ｴWヴW ┞ﾗ┌げヴW ┘ﾗヴﾆｷﾐｪ ┘ｷデｴ 
your social care colleagueゲ ┘ｴﾗ ┞ﾗ┌げ┗W ﾆﾐﾗ┘ﾐ aﾗヴ ; ┘ｴｷﾉW ;ﾐS ┞ﾗ┌ I;ﾐ ;ﾉﾏﾗゲデ ゲWW 
デｴWﾏ デｴｷﾐﾆｷﾐｪ I SｷSﾐげデ IﾗﾏW ｷﾐデﾗ ゲﾗIｷ;ﾉ I;ヴW デﾗ Sﾗ デｴｷゲく LｷデWヴ;ﾉﾉ┞ ;ﾉﾉ I Sﾗ W;Iｴ ┘WWﾆ ｷゲ 








In terms of the changing context in which HWBs operated, a number of themes emerged:  
 National priorities often took precedence over local HWB priorities and policies with 
the BCF and, latterly, STPs cited.  
 Although there had been elements of successful partnership working across the sites 
historically, this did not necessarily translate into successful partnership working at 
HWB level between existing partner organisations. Previous cultural and relational 
a;Iデﾗヴゲ Iﾗ┌ﾉS HW ゲWWﾐ デﾗ ｷﾐaﾉ┌WﾐIW Hﾗ;ヴSゲげ SW┗WﾉﾗヮﾏWﾐデ ;ﾐS デｴWヴW remained tensions 
between agencies and personnel on HWBs.  
 System reorganisation nationally, particularly arising from the introduction of the 
Health and Social Care Act 2012, destabilised partnership networks. Factors such as 
organisations disbanding, agencies restructuring and personnel churn had led to a 
fragmented health system. It was acknowledged that this fragmentation and churn 
had continued with, for instance, the study sites having to deal with CCGs merging, 
and engaging with multiple providers and a constant stream of new policy proposals 
and initiatives emanating largely from central government and the NHS.  
 In the four study sites which had STPs, three saw them as a place-based mechanism 
which could sideline HWBs. There were attempts by HWBs to have an oversight role 
but as a result of various factors (such as STPs not engaging with boards and only 
engaging when plans had already been drafted), the influence that boards had in 
their development was largely minimal.   
 There were hopes that with devolution there would emerge opportunities to 
integrate services at scale in areas such as transport, safeguarding issues, and so on. 
However, apart from site 5 which was part of an established devolution agreement, 
devolution proposals had largely stalled and not all of these included health services.  
 The move of public health into local government was largely welcomed and the 
function had started to become embedded in local authorities, but there remained a 
need to focus more on the wider determinants of health and health inequalities. In 
addition, there were ongoing challenges, for example, related to austerity and fiscal 
constraints, which were a concern of varying levels amongst our study sites.  
 Opinion was divided over whether austerity would facilitate agencies working 
together more or whether they would retreat into their silos. However, there was a 







4.2 FINDINGS: PURPOSE AND 
STRUCTURE OF HWBs 
HWBs were established to act as a forum in which key leaders from the health and care 
system could work together to improve the health and wellbeing of their local population 
and to promote integrated services. The primary purpose of the boards was to bring 
together bodies from the NHS, public health and local government, including Healthwatch 
as デｴW ヮ;デｷWﾐデげゲ ┗ﾗｷIWが to jointly plan how best to meet local health and care needs (see 
Appendix A). This section focuses on some of the issues related to the first key objective of 
our research, which was to describe the varied ways in which HWBs are configured and 
organised, considering key issues such as governance and membership.  
 
Perceived purpose of HWBs  
In terms of the purpose and role of boards, participants from our national follow-up 
interviews described their role as being to produce a JSNA and JHWS and to comment on 
commissioning plans. Boards were also seen as the vehicle to agree local priorities across 
statutory and non-statutory organisations. One participant noted that boards provided a 
greater collective oversight of the health and wellbeing agenda (linked to the JHWS) and 
areas around prevention, including the broader place-based approach to health and 
wellbeing. Another interviewee commented that, most important, was the shared 
leadership of a strategic approach reaching across a whole range of relevant organisations. 
This participant argued that there was a commitment to driving real action and change, and 
that HWBs were supposed to achieve parity between board members. Furthermore, they 
were intended to be open, transparent and inclusive in the way they engaged with patients 
and members of the public. This participant asserted that those were the core principles of 
the boards, commenting: けI ;ﾉ┘;┞ゲ ヴWaWヴ デﾗ ｷデ as that it should be the beating heart of local 
ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ ┘ﾗヴﾆげ (National Interviewee, 2). It was argued by another participant 
that HWBs were patchy and variable in regard to being clear about their purpose due to 
there being minimal statutory guidance.  
In respect of our case study sites, HWBs were not seen to have a clear focus, with strategies 
not linked to outcomes. There was also a perceived lack of accountability by partners for the 
goals and priorities of the HWB, and deficiencies in regard to the monitoring of priorities. In 
site 1, for instance, the HWB did not always use the JSNA or the JHWS to refer to, or 
monitor, outcomes and it was not always clear how reported outcomes from subgroups 




けぐIげﾏ ﾐﾗデ デﾗﾗ ゲ┌ヴW デｴ;デ ヮWﾗヮﾉW ┘ﾗ┌ﾉS ;Iデ┌;ﾉﾉ┞ ;ﾉ┘;┞ゲ ｪﾗ ﾉﾗﾗﾆ デｴWヴW aｷヴゲデ ｷﾐ デWヴﾏゲ ﾗa ｷa デｴW┞げヴW 
making a decision on commissioning a service or changing a service or decommissioning in 
デWヴﾏゲ ﾗa ﾉﾗﾗﾆｷﾐｪ ;デ デｴ;デ ﾐWWSゲ ;ゲゲWゲゲﾏWﾐデげ.  
The DPH commented that the strategy was very much viewed as belonging to public health 
rather than to the local authority and this was a key barrier to strategic join-up and 
something that in his view needed to change. 
In site 2, issues of agencies having their own priorities and lack of accountability were 
discussed in terms of the NHS foundation trust having its own priorities, which caused 
tensions with the Council and CCG in terms of delivery of social care. It was suggested that 
partners operated in silos with no collective decision-making evident by the board. The 
JHWS had not worked as a framework for action as it had not been used to generate an 
action plan or any performance targets or monitoring. It was perceived to represent a lack 
of progress by most of those interviewed. There was unilateral frustration with the pace and 
role of the board in terms of making a difference in site 2 as evidenced respectively by the 
HWB Vice Chair and a Trust Chief Executive: 
けWWげ┗W ﾐﾗデ ｪﾗデ ｷﾐデﾗ デｴW ﾐｷデデ┞ ｪヴｷデデ┞ ﾗa ｴﾗ┘ ┞ﾗ┌ SWﾉｷ┗Wヴ ｷデぐWW ;ヴW ﾏﾗ┗ｷﾐｪ ;デ ; ヮ;IW 
デｴ;デ ┘ﾗ┌ﾉS ﾗﾐﾉ┞ ﾐ;ヴヴﾗ┘ ｪ;ヮゲ ﾗ┗Wヴ ﾏ;ﾐ┞ SWI;SWゲげ. 
けB┌デ ｷデろゲ ﾐﾗデ ; ゲデ;ヴデｷﾐｪが aｷﾐｷゲｴｷﾐｪ デ┞ヮWく Iデ ｷゲ ヮﾗゲゲｷHﾉ┞ ; デ;ﾉﾆｷﾐｪ ゲｴﾗヮ ｷﾐ ヮ;ヴデ ┘ｴｷIｴ ｷゲ 
ｴW;ﾉデｴ┞が H┌デ Iろﾏ ﾐﾗデ デﾗﾗ ゲ┌ヴW ｷデろゲ ; ゲデ;ヴデWヴが aｷﾐｷゲｴWヴげ. 
A strongly held view was that action was now required for the board to start translating 
priorities into action. 
It was not clear in site 4 what the HWB was intended to achieve, with concerns evident over 
a lack of national guidance and funding. The HWB was seen as having no identity. The 
following responses from the Healthwatch representative and HWB chair respectively 
encapsulate some of these themes:  
けI ヴW;ﾉﾉ┞ Sﾗ デｴｷﾐﾆ デｴ;デ デｴWヴW ｴ;ゲﾐげデ HWWﾐ ; IﾉW;ヴ ゲデヴ;デWｪ┞ aﾗヴ ; ┘ｴｷﾉW aﾗヴ デｴW Hﾗ;ヴSが ;ﾐS 
┘ｴ;デ ┘W ｴ;S ┘;ゲﾐげデ Wﾐﾗ┌ｪｴ デﾗ ｪｷ┗W デｴW Hﾗ;ヴS ヮ┌ヴヮﾗゲWく TｴWヴWげゲ ┘ﾗヴﾆ HWｷﾐｪ SﾗﾐW ｷﾐ ; 
new strategy; however that was always intended to happen at the health and 
wellbeing operations group, but appears to have now been pulled together by public 
health, and then passed through again. So actually even the strategy now is being 
done elsewhere with a few individuals and coming back to the health and wellbeing 
Hﾗ;ヴS デﾗ ｪWデ ゲｷｪﾐWS ﾗaaく AﾐS ｷデげゲ ┗Wヴ┞ ヮ┌HﾉｷI ｴW;ﾉデｴ ｴW;┗┞げ. 
けBecause as a statutory group we still have a responsibility, the only group out there, 
we may still have a responsibility, but unfortunately we seem to struggle to know 




how we then translate it to the other partners doing something has not always been 
W;ゲ┞ デﾗ Sﾗげ. 
The HWB in site 4 was viewed as a forum for bringing people together, but not for 
developing a shared vision or purpose. It was believed that the board was not set up to 
operate as a system leader and there was a perception that it needed more powers to be 
effective and to hold partners to account. It was argued by the Healthwatch representative 
that pooled budgets would mean more power. 
けTｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ﾗﾐ ヮ;ヮWヴ ┘ﾗヴﾆWS ┘Wﾉﾉ に that it has a strategy based 
ﾗﾐ ; ﾃﾗｷﾐデ ﾐWWSゲ ;ゲゲWゲゲﾏWﾐデく TｴW ヮ;ヴデﾐWヴゲ IﾗﾏW ヴﾗ┌ﾐS デﾗｪWデｴWヴが デｴW┞げヴW ;ﾉﾉ ﾉW;SWヴゲ ｷﾐ 
theｷヴ ﾗ┘ﾐ aｷWﾉSゲ デﾗ ﾏ;ﾆW SWIｷゲｷﾗﾐゲ ;ﾐS ﾃﾗｷﾐ ;ﾐS ﾏﾗ┗W aﾗヴ┘;ヴSく B┌デ デｴ;デ ｷゲﾐげデ 
happening. And therefore if we believe that that should have worked in the first place 
H┌デ ｴ;ゲﾐげデが デｴWﾐ デｴW ｴﾗﾉSｷﾐｪ ヮWﾗヮﾉW デﾗ ;IIﾗ┌ﾐデ aﾗヴ ｷデく ぷぐへ Iデ ゲｴﾗ┌ﾉS ┘ﾗヴﾆが H┌デ デｴW┞ 
might have ﾏﾗヴW ヮﾗ┘Wヴ ┘ｷデｴ ゲﾗﾏW ヮﾗﾗﾉWS H┌SｪWデゲ ｷﾐ デｴW I┌ヴヴWﾐデ Iﾉｷﾏ;デWげ. 
There was a general opinion across the study sites (more strongly held in some than others) 
that there was too much focus on the integration of health and social care and, latterly, 
STPs. Furthermore, it was felt that more emphasis was needed in terms of a focus on the 
wider determinants of health and tackling health inequalities, with little progress observed 
in these areas. Boards were not seen as driving agendas across a range of issues and there 
was also some discussion that agendas had not been sufficiently focused on areas such as 
IｴｷﾉSヴWﾐげゲ ｴW;ﾉデｴく   
Despite these weaknesses and deficits, our participants in the national follow-up interviews 
still believed that, on the whole, the rationale for the introduction of HWBs remained valid, 
even if their implementation was somewhat flawed. One participant had concerns that 
HWBs had not remained on track and had become distracted from their original vision. 
However, it was recognised that けぐデｴWヴWげゲ ﾐﾗ ;ﾉデWヴﾐ;デｷ┗W ヮﾉ;ﾐぐげ (National Interviewee, 7). 
One participant argued that the HWBsげ original remit as system leaders was a clear driver at 
the time and that boards were the go-to place where people knew where the health and 
wellbeing agenda in all its dimensions was being driven. They also noted that:  
けぐデｴW デヴ;ﾐゲaWヴ ﾗa ヮ┌HﾉｷI ｴW;ﾉデｴ ｷﾐ デｴW Iﾗ┌ﾐIｷﾉゲが デｴW aﾗI┌ゲ ﾗﾐ ; ゲﾗヴデ ﾗa ヴｷﾐｪ-fenced 
prevention model and a framework that encouraged the different activities in the 
system to come together for a more integrated service were all kind of part of the 
Sヴｷ┗Wヴゲ ┘ｴｷIｴ ┘WヴW ┌ﾐSWヴヮｷﾐﾐｷﾐｪ ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴSゲげ (National Interviewee, 
4). 
On being asked if the drivers for the introduction of HWBs remained valid, one participant 
stated: けOｴ ;Hゲﾗﾉ┌デWﾉ┞が I ﾏW;ﾐ ｷデげゲ ; IﾗﾏヮﾉWデW ﾐﾗ Hヴ;ｷﾐWヴげ (National Interviewee, 1). However 





けTｴW NH“ ｷゲ ﾐﾗデ ┗Wヴ┞ Hヴｷｪｴデが ;ﾐS ; ﾉﾗデ ﾗa デｴ;デ ｷゲ HWI;┌ゲW ｷデ ｷゲ Iﾗﾏﾏ;ﾐS ;ﾐS Iﾗﾐデヴﾗﾉが 
short termist, all of those kind of things, so a million very bright people end up 
behaving like automatons candidly for cultural reasons. So the set of people who 
were engaged in health and wellbeing boards, in other words the leaders of clinical 
commissioning groups, completely understand the relevance of health and wellbeing 
boards. But they have to operate in a power system in the rest of the NHS which 
ゲﾗﾏWデｷﾏWゲ ｪWデゲ ｷデ H┌デ ケ┌ｷデW ﾗaデWﾐ SﾗWゲﾐげデぐくげ (National Interviewee, 1). 
The VCF focus groups in the study sites commented that a strategic approach should include 
the sector, which it was believed had a lot to offer in terms of bringing solutions and having 
a reach into communities. 
In light of the deficiencies of HWBs in our case study sites, in particular in respect of lack of 
focus, clear goals and priorities, coupled with poor accountability in addition to the absence 
of outcomes, some HWBs had reconfigured their board structures to try and address their 
weaknesses. Board membership was one issue that needed to be addressed (see below). 
 
Views on membership and board organisation 
A main theme in regard to HWB membership was the danger that a large board could result 
in less time for meaningful, in-depth discussions at board level. However, there was also a 
view that broad membership offered a range of perspectives and was thereby more 
inclusive. The view was expressed in our follow-up case study interviews that a large 
membership made decision-making difficult, although one site had addressed this by 
altering the struIデ┌ヴW ﾗa デｴW HWBげゲ IﾗヴW ;ﾐS ゲ┌H-groups to facilitate decision-making. 
Tensions were evident in some sites over provider involvement in our first phase interviews. 
Our follow-up interviews found that one site which previously had no provider 
representation now did; they were not full board members but had an open invitation to 
attend the board. In the time between the first and second phase interviews, two boards 
had elected new chairs and in one site this had resulted in continuity in terms of policy and 
objectives despite the change in political control. In the other board, the new chair had 
begun to make a series of changes including (as noted) having NHS providers as members of 
the board.  
It was evident that HWBs did get けH┌┞ ｷﾐげ ;ﾐS representation at the highest level from 
partner organisations and there was a commitment by these partners to attend board 
ﾏWWデｷﾐｪゲく HWBゲ ;ヮヮW;ヴWS デﾗ ｴ;┗W ; けゲ┞ﾏHﾗﾉｷI a┌ﾐIデｷﾗﾐげ ｷﾐ デWヴﾏゲ ﾗa ﾏ;ﾆｷﾐｪ ﾆW┞ ゲデ;ﾆWｴﾗﾉSWヴゲ 
visible to one another and also to members of the public. Our VCF focus groups observed 
that there was no clear process for determining who serves from the sector and in one site 
there was no voluntary sector representation whatsoever. In addition, in three sites 
Healthwatch was, to varying degrees, mistakenly viewed as the third sector representative 
on the HWB and the third sector was sometimes excluded from subgroups where the real 




interviews observed the need for provider representation. One participant queried how 
HWBs could influence how money allocated to health was spent without providers present. 
It was also viewed to be a mistake not to have board representation from other sectors, 
including spatial planning, economic regeneration and the private sector. 
Two sites had reviewed the purpose of their boards to varying degrees between our initial 
and follow-up interviews, with a view to having a greater focus on what were regarded as 
key issues and, as discussed, to confront the concern that boards had no clear purpose and 
strategies and were not linked to the JHWS. Boards had developed different meeting styles. 
In site 1, the board had adopted an approach where members spent more time discussing 
items of importance in a more informal setting. This involved a shift from a formal 
committee feel, where meetings focussed on ratification, to a more informal, inclusive and 
interactive forum which promoted discussion. This change in format was viewed as a 
けIｴ;ﾐｪW aﾗヴ デｴW HWデデWヴげ ;ﾐS was explained with reference to a number of factors, including 
the response to the peer review/LGA assessment that had been carried out, a change in 
council leadership, and the proactive involvement and vision of the DPH.  
Site 2 had adopted a themed approach to meetings with the theme of the meeting linked to 
themes covered in the JHWS. As this DPH explained:  
けWｴ;デ ｴ;S デWﾐSWS デﾗ ｴ;ヮヮWﾐが ;ﾐS I デｴｷﾐﾆ ｴ;ゲ ｴ;ヮヮWﾐWS WﾉゲW┘ｴWヴWが ;ﾐS IWヴデ;ｷﾐﾉ┞ 
some of the national approach to health and wellbeing boards was kind of pushing 
them towards a fairly mechanistic rubberstamping approval of documents, signing 
デｴｷﾐｪゲ ﾗaa デ┞ヮW a┌ﾐIデｷﾗﾐぐ “ﾗ ┘ｴ;デ ┘Wげ┗W デヴｷWS デﾗ Sﾗ ｷゲ デｴWﾐ Hヴｷﾐｪ ｷデ H;Iﾆく “ﾗ デｴW Hﾗ;ヴS 
ｷゲ ﾏWWデｷﾐｪ aｷ┗W デｷﾏWゲ ; ┞W;ヴ ;ﾐS ┘ｴ;デ ┘Wげ┗W SﾗﾐW ｷゲ ;ﾉｷｪﾐWS デｴW aｷ┗W ﾏWWデｷﾐｪゲ ┘ｷデｴ 
the major strands of the [JHWS] so that there can be a better informed strategic 
SｷゲI┌ゲゲｷﾗﾐ ;Hﾗ┌デ ┘ｴWヴW ┘WげヴW デrying to go as a city with the different aspects of that. 
So we had our first of those looking at working lives and health a little while ago, and 
ｷデ ┘Wﾐデ ┗Wヴ┞ ┘Wﾉﾉく Iデ ┘;ゲ ┗Wヴ┞ ┘Wﾉﾉ ヴWIWｷ┗WSげ. 
In site 4, there had been an academic evaluation of the board which had resulted in 
meetings being held at various venues rather than just local authority buildings. It was 
discussed in our initial interviews that after long deliberations providers were now a feature 
of the board, with a provider representative on the HWB from a Community Healthcare 




The role of sub-groups of the HWB 
Sites 1, 2, 3 and 4 had sub-groups of the board (i.e. executive, operational and task-and-
finish groups) and these were points of major discussion. Sub-groups were set up in sites 1, 




academic evaluation. Sub-groups were regarded as the forum where the real in-depth issues 
and discussions took place and where the agendas and priorities were set. As one 
participant SWゲIヴｷHWS デｴWﾏが デｴW┞ ┘WヴW デｴW けWﾐｪｷﾐW ヴﾗﾗﾏげ ﾗa デｴW HWBく Hﾗ┘W┗Wヴが デｴWヴW ┘WヴW 
also concerns over the accountability of these sub-groups and for the sites that had them 
they all operated slightly differently with different emphases.  
In site 4, it was noted that nobody was aware of what happened to decisions made by the 
board, or where they went to. Nominally it was thought they were referred to the sub-
committee. In site 3, a sub-group focused on integrated commissioning. In site 1, in the 
initial interviews the main sub-group of the HWB was regarded as where the HWB board 
agenda was set and where difficult discussions (although not necessarily decisions) took 
place in a non-public setting. In addition to setting the agenda, the group also set the HWB 
priorities. But there was some disquiet over the lack of transparency of the group and how 
to get items onto the HWB agenda. The Chair of the HWB noted that they did not involve 
districts in any strategic working groups, although there was no district representation on 
the main sub-group of the board. OデｴWヴ けデ;ゲﾆ ;ﾐS aｷﾐｷゲｴげ ｪヴﾗ┌ヮゲ ┘WヴW ;ﾉゲﾗ convened at sub-
board level.  
In our follow-up interviews in site 1, the overall purpose of the HWB was stated as having a 
public health focus, aligning with the JSNA and four priority areas outlined in the JHWS, with 
sub-groups responsible for the work around each. A number of initiatives were identified 
┘ｴWヴW ヮヴﾗｪヴWゲゲ ｴ;S HWWﾐ ﾏ;SW ｷﾐIﾉ┌Sｷﾐｪ ｷﾐ IｴｷﾉSヴWﾐげゲ ﾏWﾐデ;ﾉ ｴW;ﾉデｴが ﾉWｷゲ┌ヴWが ｴﾗ┌ゲｷﾐｪ ;ﾐS 
planning supervision all occurring within a prevention-focussed agenda.  
In site 2, a major theme was discussion of a sub-committee of the HWB at chief officer level 
(see vignette). Membership included the CEO of a hospital trust, mental health trust, CCG 
and Council directors.  The board met on a monthly basis around issues such as the 
integration agenda. The committee was felt to be working well but the group needed time 
to build trust between members and get out of a silo mindset, although there were some 
けゲﾏ;ﾉﾉ ゲｴｷaデゲげ W┗ｷSWﾐデく TｴW IﾗﾏﾏｷデデWW ┘;ゲ ｴ;┗ｷﾐｪ SｷaaｷI┌ﾉデ┞ ｪWデデｷﾐｪ ｷﾐ┗ﾗﾉ┗WﾏWﾐデ ふ;ゲ ┘;ゲ デｴW 
HWBぶ aヴﾗﾏ けﾏ;ﾃﾗヴ ﾗヴｪ;ﾐｷゲ;デｷﾗﾐゲげく Aゲ デｴe DPH explained:  
けぐｴW;ﾉデｴ ;ﾐS ゲﾗIｷ;ﾉ I;ヴW ｷﾐデWｪヴ;デｷﾗﾐぐIデろゲ ﾐﾗデ デｴW ﾗﾐﾉ┞ ﾗﾐWが H┌デ ｷデろゲ ; Hｷｪ SW;ﾉく  AﾐS デﾗ 
some extent, that stuff is sort of delegated to the [sub-committee] because it's too 
SｷaaｷI┌ﾉデ デﾗ Sﾗ ｷﾐ ; Hｷｪ ﾏWWデｷﾐｪく  Tｴﾗ┌ｪｴが ｷﾐ デヴ┌デｴが デｴWぐｪヴﾗ┌ヮ ｷゲ WﾐIﾗ┌ﾐデWヴｷﾐｪ W┝;ctly 
デｴW ゲﾗヴデゲ ﾗa ヮヴﾗHﾉWﾏゲ ﾗ┗Wヴ ぷデｴWへ IﾗﾏﾏｷデﾏWﾐデ ﾗa ﾏ;ﾃﾗヴ ﾗヴｪ;ﾐｷゲ;デｷﾗﾐゲぐげ  
It was felt the group was struggling with difficult decisions but had achieved a degree of 
honesty about the problems being faced if not how to address them. It was also felt that 
there had been sufficient time for discussion and deliberation and that the priority now was 





A Vignette on sub-committees and accountability に site 2 
There were questions over the accountability of the sub-committee which very rarely reported back 
to the main board. Beneath the sub-committee there was another committee which dealt with the 
integration of health and social care. It was argued that good progress had been made by the sub-
group on the integration agenda. 
These participants discuss the sub-committee(s) in terms of integration and the issue of lack of 
reporting back to the board: 
けI デｴｷﾐﾆ ｷﾐ デWヴﾏゲ ﾗa ﾉW;SWヴゲｴｷヮ ﾗa デｴW Hﾗ;ヴS ﾉW;Sｷﾐｪ デｴW ゲ┞ゲデWﾏが I デｴｷﾐﾆ ┌ﾐデｷﾉ デｴｷゲ ｷﾐデWｪヴ;デｷﾗﾐ ┘ﾗヴﾆ 
started there's been very little of that. And actually that's been driven by the [sub-committee of the 
board]. The [Health and Wellbeing] Hﾗ;ヴS I;ﾏW ケ┌ｷデW ﾉ;デWぐ┘W ｪﾗデ ; ヮヴWゲWﾐデ;デｷﾗﾐ aヴﾗﾏ ; [integration 
sub-committee] that had been meeting for about 10 months about system integration. And the 
board knew nothing about it. So it was that kind of I think they will become the place where it's led 
and overseen, but actually it came from the [main sub-IﾗﾏﾏｷデデWWへHWI;┌ゲW ﾗa aｷﾐ;ﾐIｷ;ﾉ ｷゲゲ┌Wゲげ 
(Healthwatch Chair, site 2). 
けWWﾉﾉが ┘Wろ┗W IヴW;デWSが ゲﾗ デｴW integration [sub-committee]has built a whole place-based process for the 
city that will integrate, allow teams to come together and begin to think about how an integrated 
place-based way of working could be developed and begin to implement that.  So that's about to 
ゲデ;ヴデく  Tｴ;デろゲ ┗Wヴ┞が ┗Wヴ┞ ｷﾏヮﾗヴデ;ﾐデげ (Chair, CCG, site 2).   
In site 3, a sub-committee specifically focused on integrated commissioning was described 
;ゲ デｴW けWﾐｪｷﾐW ｴﾗ┌ゲWげ of the HWB. Making recommendations on contracts was one of its 
roles. For example, domiciliary care was put out to tender and was subsequently taken to 
the sub-committee for overview. Progress could be reviewed at different stages in the 
commissioning process. Decisions were delegated from the HWB, with the sub-committee 
reporting to the board.  
In site 4, the role of a sub-committee of the HWB was a major point of discussion. 
Representatives on the sub-committee stated that previously it did not work well; people 
were not committed to it and were unaware of their roles. It was argued that the sub-
committee had since improved following an academic review and was functioning more 
effectively. The sub-committee met monthly and supported the HWB by setting the agenda 
and keeping the JHWS up to date. The sub-committee also ensured items were acted upon 
and all were aware of their roles and responsibilities. The sub-committee ran workshops 
and development sessions, which were valued. Indeed, where workshops and development 
sessions were held by boards they were viewed favourably and, apart from providing a 
learning experience on a variety of issues, they were regarded as an opportunity to view 
issues differently (in collaboration with other organisations), and an opportunity to network.   
There was some concern voiced around the sub-IﾗﾏﾏｷデデWWげゲ role in setting the HWB 
agenda in site 4. The sub-committee, it was alleged, could keep items off the HWB agenda 
because it did not want them to be aired in public.  It was contended by a participant in our 




the agenda. The agenda items were subsequently linked to the strategy, development 
sessions, workshops and forward programming. A minority of participants in our initial 
interviews did not know how the agenda was set. It was also argued that there was no 
transparent mechanism for getting items onto the agenda and there was some discussion of 
lobbying to get items included. けWWﾉﾉが ｷa ｷデ SﾗWゲﾐろデ ｪWデ ヮ;ゲデ デｴW [sub-committee]ぐ ｷデ SﾗWゲﾐろデ 
make it onto the agWﾐS;げ [Healthwatch Chair]. 
However, in terms of agendas and agenda-setting it was noted in our follow-up interviews in 
site 4 that there were packed agendas at the main board with no time for meaningful 
discussion or debate. It was not possible to explain or discuss complex issues in detail and 
meetings felt very bureaucratic. The sub-committee was led by public health and therefore 
the DPH had more of a say on formulating the HWB agenda. Infrequency of meetings, 
mentioned in our follow-up interviews, was also a point of discussion in this site.  
Site 5 did not have any board sub-committees. The chair elaborated on this in the follow-up 
interview and confirmed that no sub-groups had been formed:  
けB┌デ ┘W ｴ;┗W デ;ﾉﾆWS ;Hﾗ┌デが ┘W ｴ;┗W ゲ;ｷS ｷa ┘W ﾐWWS デﾗ ┘Wろﾉﾉ Sﾗ a task and finish, but 
we've not seen the need for that yet. And I've said to people, if we need to we'll have 
a one-off session on something, you know, where we sort things out. And as I said I'm 
light touch, I'm open to anything, there isn't a right and a wrong way to do anything 
;ﾐS デｴWヴW ｷゲﾐろデ ; ヴｷｪｴデ ;ﾐS ; ┘ヴﾗﾐｪ ｪヴﾗ┌ヮ ﾗa ヮWﾗヮﾉW デﾗ HW デｴWヴW げ. 
 
JSNAs and JHWSs 
Across all five sites, three themes were dominant in relation to the JSNA and JHWS: 
 There was (at either strategic or operational level) little ownership of the strategies 
and a lack of accountability for elements of them; they were not seen as an integral 
part of the health and social care landscape. 
 Strategies partly reflected work that was ongoing by other agencies and did not 
bring any added value; organisations could retro-fit their plans and strategies to 
reflect elements of the JHWS.  
 Sデヴ;デWｪｷWゲ ┘WヴW ゲﾗﾏW┘ｴ;デ けﾏﾗデｴWヴｴﾗﾗS ;ﾐS ;ヮヮﾉW ヮｷWげ statements, with too many 
priorities and themes and no clear measures of success.  
The JHWS in site 3 was incorporated as part of a larger strategic plan, rather than being a 
standalone strategy. Instead, a health module was embedded in the emerging plan which 
set out a number of strategic objectives relating to health and wellbeing.  
There was some けgood workげ cited in site 4 in terms of child protection and infant mortality 
cited by one participant, but another interviewee discussed how these were hampered by 
financial constraints. In site 5, there was discussion of how the strategy had brought closer 




A HWB supporting officer and a Healthwatch Chair highlighted some of the issues arising 
from the JHWSs in site 2: 
けぐゲﾗ ┘Wげ┗W ｪﾗデ aﾗ┌ヴ ゲデヴ;ﾐSs and we report those. Iデげゲ ;ﾉﾏﾗゲデ ﾉｷﾆWが Hecause of 
IﾗﾏヮﾉW┝ｷデ┞が I デｴｷﾐﾆが ｷデげゲ デヴ┞ｷﾐｪ デﾗ aWWﾉ ﾉｷﾆW ┞ﾗ┌げヴW ｷﾐ Iﾗﾐデヴﾗﾉ ﾗa ゲﾗﾏWデｴｷﾐｪ デｴ;デ ┞ﾗ┌げヴW 
probably not really. “ﾗ ｷデげゲ ;ﾉﾏﾗゲデ ﾉｷﾆW ゲ;┞ｷﾐｪ ┘Wﾉﾉ ┘Wげ┗W ｪﾗデ デｴWゲW aﾗ┌ヴ デｴｷﾐｪゲが ;ﾐS 
ﾐﾗデｴｷﾐｪ ┘ヴﾗﾐｪ ┘ｷデｴ デｴWﾏが ;Hゲﾗﾉ┌デWﾉ┞ ﾐﾗデｴｷﾐｪ ┘ヴﾗﾐｪ ┘ｷデｴ デｴWﾏが デｴW┞げヴW ;Hsolutely 
aｷﾐWが H┌デ ┘ｴ;デ SﾗWゲ デｴ;デ Hﾗ;ヴSが ┞ﾗ┌ ﾆﾐﾗ┘が ┘ｴ;デげゲ ｷデゲ ;SSWS ┗;ﾉ┌Wが ┘ｴ;デげゲ ｷデゲ 
governance? PWﾗヮﾉW ヴWヮﾗヴデ ｷﾐ ;ﾐS ゲ;┞ ﾗｴ ┘WげヴW Sﾗｷﾐｪ デｴｷゲが デｴ;デ ;ﾐS デｴW ﾗデｴWヴが ゲﾗ 
what difference does it make, because most of that was going to happen anyway.  
Iデげゲ ﾐﾗデ that the board has added something to it or has more accountability.  
BWI;┌ゲW ﾗa デｴW ┘;┞ ｷデげゲ ゲWデ ┌ヮが ｷデげゲ ﾐﾗデ ｪﾗｷﾐｪ デﾗ Sﾗ デｴ;デげ.  
けぐ┘Wろ┗W ｪﾗデ デｴW ┘WﾉﾉHWｷﾐｪぐゲデヴ;デWｪ┞く Iﾐ デｴW ┞W;ヴ デｴ;デ Iろ┗W HWWﾐ ;デデWﾐSｷﾐｪ デｴW Hﾗ;ヴSが 
we have not once referred to it. Nothing デｴ;デろゲ IﾗﾏW ｴ;ゲ HWWﾐ ﾉｷﾐﾆWS デﾗ ｷデげ. 
A Service Director discussed a strategy refresh in site 4 and for partners to alert the board to 
any activities that were being undertaken, which could be included in the strategy, 
especially in relation to gaps in provision:  
けぐｪｷ┗W ┌ゲ ゲﾗﾏW ｪﾗﾗS W┝ｷゲデｷﾐｪ ゲデ┌aa デｴ;デ ┞ﾗ┌げヴW Sﾗｷﾐｪ デｴ;デ ┘W ヮWヴｴ;ヮゲ ;ゲ ; ┘ｷSWヴ 
ヮ;ヴデﾐWヴゲｴｷヮ ﾐWWS デﾗ HW ;┘;ヴW ﾗa デｴ;デ ┘WげヴW ﾐﾗデ ;┘;ヴW ﾗa デｴ;デ ┘W ﾐWWS デﾗ I;デWｪﾗヴｷゲW 
ﾏﾗヴW ﾗﾐ ﾗヴ ┘W ﾐWWS デﾗ ゲI;ﾉW ┌ヮ Iｷデ┞┘ｷSW ﾗヴ ┘ｴ;デW┗Wヴが ;ゲ ┘Wﾉﾉ ;ゲ ゲ;┞ｷﾐｪ デｴWヴWげゲ ; ｴ┌ｪW 
gap here. One huge gap to give you an example, it might not directly fit in with our 
ヮヴｷﾗヴｷデｷWゲ ;ﾐS ｷデげゲ ﾐﾗデ ┌ﾐｷケ┌WぐI デｴｷﾐﾆ ﾏﾗゲデ ヮ┌HﾉｷI ;ｪWﾐIｷWゲ ヮヴﾗH;Hﾉ┞ a;ｷﾉ ゲﾗﾏW ヮヴWデデ┞ 
vulnerable teenagers, going from childhood to adulthood. Yﾗ┌ ﾆﾐﾗ┘げ.  
The chair of the HWB in site 5 discussed how the JSNA and the refreshed strategy would 
now drive decisions and outcomes:  
けぐ┘Wろ┗W デﾗﾉS W┗Wヴ┞HﾗS┞ ┘WろヴW ｪﾗｷﾐｪ デﾗ ┌ゲW デｴW J“NA ;ゲ デｴW デﾗﾗﾉ aﾗヴ ﾏﾗ┗ｷﾐｪ aﾗヴ┘;ヴSが 
ﾏ;ﾆｷﾐｪ SWIｷゲｷﾗﾐゲ ;ﾐS ﾉﾗﾗﾆｷﾐｪ aﾗヴ ﾗ┌デIﾗﾏWゲぐゲﾗ デｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷng strategy is 
H;ゲWS ﾗﾐ デｴW J“NAく WW ;ﾉヴW;S┞ I;ﾐ ゲWW ｴﾗ┘ ｷデ aｷデゲ デﾗｪWデｴWヴぐ“ﾗ ｷデ ｷゲﾐろデ ﾉｷﾆW ┘Wﾉﾉ ┘Wろ┗W 
got this but that's at odds with that. And what we're trying to do, again go back to 
the consistency, what we're trying to do is make sure that we've got a consistent 
approach. So we need to think about what, you know, if we think these are issues 
then we need to put them in our needs assessment, then we need to get them in our 
strategy, then we need to commission them, then we need to get the outcomes. 







In respect of the purpose, structure and configuration of HWBs, we found that: 
 National interviewees saw the statutory role of HWBs as producing the JSNA and 
JHWS, in addition to a strategic oversight role. They also noted the lack of national 
guidance, which had ヴWゲ┌ﾉデWS ｷﾐ Hﾗ;ヴSゲ HWｷﾐｪ ┗;ヴｷ;HﾉW ;ﾐS けヮ;デIｴ┞げ ｷﾐ デｴWｷヴ 
performance. However, it was felt that the rationale for the introduction of HWBs 
remained valid. 
 In our case study sites, boards lacked identity with no clear vision and purpose. 
There was also a lack of accountability from partners in terms of being responsible 
for strategies, goals and priorities and linked to this a lack of monitoring over 
progress in achieving outcomes.  
 It was argued in the study sites that there was too much focus on integration and 
STPs and more attention on the wider determinants of health and tackling health 
inequalities would be welcomed.  
 In terms of membership there were concerns that boards with too large a 
membership could mean there was little time for in-depth discussion on issues. 
Conversely, there was also the view that a large membership could bring a range of 
perspectives to bear on an issue.  
 Changes in the chair of the board could bring continuity for the board in terms of 
policies and priorities (site 3) or could lead to change in terms of the composition of 
membership and priorities of the board (site 5). We also witnessed that boards 
generally had representation from the highest level of partner organisations and 
partners committed to the board.  
 Sub-groups of HWBs were the arena where in-depth discussions could be conducted 
and where partners could challenge each other away from the spotlight of the main 
board. The sub-groups tended to set the agenda and priorities for the HWB. There 
were concerns over the accountability and transparency of sub-groups, how partners 
could influence their agenda-setting, and how such groups could be held to account. 
Sub-committees could be seen to keep certain items off the HWB agenda. 
 In regard to JHWSs, concerns across the case study sites centred on a belief that 
there was too little ownership of the strategies; that there was a lack of 
accountability for elements of the JHWSs which were not seen as an integral part of 
the health and social care landscape; and strategies partly reflected work that was 





4.3  FINDINGS: MECHANISMS OF HWBs 
Mechanisms, in a realist evaluation sense, are け┌ﾐSWヴﾉ┞ｷﾐｪ WﾐデｷデｷWゲが ヮヴﾗIWゲゲWゲが ﾗヴ structures 
┘ｴｷIｴ ﾗヮWヴ;デW ｷﾐ ヮ;ヴデｷI┌ﾉ;ヴ IﾗﾐデW┝デゲ デﾗ ｪWﾐWヴ;デW ﾗ┌デIﾗﾏWゲ ﾗa ｷﾐデWヴWゲデげ (Astbury & Leeuw, 
2010:368). In this chapter we focus upon mechanisms such as: the relationships, 
partnerships and collaborative working between organisations and actors; the decision 
making processes of boards; their influence on commissioning; and HWBsげ influence as 
system leaders in shaping the local health policy landscape. 
 
Relationships, partnerships and collaborative working  
Some trusting and good relationships had been developed in all our sites, among a variety of 
partners with, as noted earlier, the building of relationships key to garnering trust and 
goodwill the bedrock of good relationships (see vignette below). It was recognised that, in 
part due to financial restrictions amongst organisations, partners had to pool resources and 
collaborate more than previously. However, as already discussed, the potential retreat to 
silo working was also a concern. 
Collaboration was evident in site 5 with the formation of an integrated adult social care 
organisation (although this existed prior to, and was separate from, the HWB) and good 
partnership working was discussed between public health and other partners. In site 1, 
there was evidence of good collaboration in terms of work on the BCF and, in site 5, in 
urgent care. The main problem cited with partnerships, particularly in four of our five sites, 
was the lack of engagement by some partners in the HWBsげ policy priorities due to having 
their own priorities and agendas which could take precedence. Compounding this was 
HWBs not having a strong influence over partners in terms of holding them to account or 
being able to mould their priorities according to the strategic priorities of the HWB. This 
would then act as a block on boards progressing their own key agendas and priorities due to 
the lack of engagement from partners. Also of concern was the influence of key individuals 
in certain partner organisations over the boardsげ development. In site 2, for instance, it was 
noted that the Foundation Trust had its own priorities driven by its Chief Executive; and in 
site 4, it was argued that there were けBｷｪ ヮWﾗヮﾉW ┘ｷデｴ Hｷｪ ヮWヴゲﾗﾐ;ﾉｷデｷWゲげ who could exert a 
disproportionate influence over policies and agendas. Views gathered from the VCF sector 
focus groups highlighted a concern that the VCF was largely excluded from having any key 
influence and sometimes the sector was characterised as being an afterthought. 
It was argued in our national follow-up interviews how good relationships were required for 
HWBs with trust amongst partners seen as a key component. It was argued by one 
participant that organisations needed to spend time out to get to know each other and 
invest in organisations in order for the system as a whole to work together effectively. This 




け“ﾗ ｷa ┞ﾗ┌ ｪWデ ヮWﾗヮﾉW ┘ｴﾗ ;ヴW aﾗヴIWS ｷﾐデﾗ ゲｷデデｷﾐｪ Sﾗ┘ﾐ デﾗｪWデｴWヴ ;ﾐS デｴW┞ Sﾗﾐげデ ﾉｷﾆW 
each other and a couple of them are a bit weak and one of them is a bossy sod and so 
ﾗﾐが ｷデ ┘ﾗﾐげデ ┘ﾗヴﾆく AﾐS ┞Wデ ｷa ┞ﾗ┌ ;Iデ┌;ﾉﾉ┞ ｪWデ ヮWﾗヮﾉW デﾗｪWデｴWヴ ┘ｴﾗ ;ヴW ┘Wﾉﾉ-meaning, 
┘ｴﾗ ｴ;┗W ｪﾗデ ゲデヴWﾐｪデｴゲ ;ﾐS IﾗﾏヮWデWﾐIWゲ デﾗｪWデｴWヴぐデｴW┞ I;ﾐ ﾏ;ﾆW ｷデ ｴ;ヮヮWﾐぐ ;ﾐS 
┞ﾗ┌ ゲWW HﾗデｴぐAﾐS デｴWヴW ;ヴW ゲﾗﾏW ヮﾉ;IWゲ デｴ;デ ;ヴW Hasket cases from the start and 
デｴW┞げヴW ﾐW┗Wヴ ｪﾗｷﾐｪ デﾗ ﾏ;ﾆW ｷデ ┘ﾗヴﾆが HWI;┌ゲW デｴW┞ ｴ;┗Wﾐげデ ｪﾗデ デｴW ヴWﾉ;デｷﾗﾐゲｴｷヮゲ ;ﾐS 
デｴW┞ ｴ;┗Wﾐげデ ｪﾗデ デｴW ﾉW;SWヴゲｴｷヮ ケ┌;ﾉｷデｷWゲ ;ﾐS ┘ｴ;デW┗Wヴが ;ﾐS デｴWヴW ;ヴW ﾗデｴWヴ ヮﾉ;IWゲ 
┘ｴﾗ ┘ｷﾉﾉ aﾉ┞ ┘ｴ;デW┗Wヴげゲ ｪﾗｷﾐｪ ﾗﾐげ (National Interviewee, 2).   
Another interviewee noted: けI デｴｷﾐﾆ aﾗヴ ﾏW デｴ;デ ﾃ┌ゲデ Hﾗｷﾉゲ Sﾗ┘ﾐ デﾗ デヴ┌ゲデWS ヴWﾉ;デｷﾗﾐゲｴｷヮゲ 
;ヴﾗ┌ﾐS デｴW デ;HﾉW ;ﾐS ; ┘ｷﾉﾉｷﾐｪﾐWゲゲ デﾗ ｪWデ ﾗﾐ ;ﾐS Sﾗ ゲデ┌aaげ (National Interviewee, 4). 
 
A vignette on building relationships and partnerships に site 3 
Site 3 had not formed a shadow board but had spent a year in development and adopted a system 
leadership approach to collaboration partly by participating in a national programme on systems 
leadership. Working in positive collaboration for collective goals was the most common theme when 
discussing good engagement from partners. The result of such partnership working had resulted in a 
pooled budget of over £400 million and the co-location of health and social care workers.  The DPH 
discussed how this had also served to embed partnership working:  
 けぐゲﾗ ┘Wげ┗W ┘ﾗヴﾆWS ヴW;ﾉﾉ┞ ｴ;ヴS デｴヴﾗ┌ｪｴが ┘Wげ┗W ｪﾗデ ;ﾐ ｷﾐデWｪヴ;デWS ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ 
commissioning system. My CCG colleagues sit at the other end of this corridor with a kitchen in the 
middle. So you do actually do have those ┘;デWヴ IﾗﾗﾉWヴ Iﾗﾐ┗Wヴゲ;デｷﾗﾐゲげ. 
Building trust in relationships through mechanisms such as co-operative commissioning, events with 
GPs, councillors and senior officers to work through and cement relationships, and integrated 
commissioning leaders taking part in integrated development days, were cited as ways to embed 
partnership working. Participants noted that trust enabled strategic decision-making at one end of 
the spectrum, while being able to do things such as cover for each other and represent each other at 
meetings at the other end of the spectrum. This HWB Chair highlighted the importance of trust: 
けぐヴｷｪｴデ デｴヴﾗ┌ｪｴﾗ┌デ デｴｷゲ ┘ｴﾗﾉW W┝ヮWヴｷWﾐIW aﾗヴ ﾏWが ｷデろゲ ;ﾉﾉ HWWﾐ ;Hﾗ┌デ ヴWﾉ;デｷﾗﾐゲｴｷヮゲ ;ﾐS H┌ｷﾉSｷﾐｪ デヴ┌ゲデ 
and being open and honest with each other. And I think if there's one secret, I would say that's the 
secret of what we've achieved. I think health and wellbeing boards need to focus on that and 
┌ﾐSWヴゲデ;ﾐS ┘ｴ;デ デｴ;デ I;ﾐ ;IｴｷW┗W aﾗヴ デｴWﾏげ.  
The board was viewed as providing an opportunity for system leaders to come together and give the 
board a sense of joint purpose.  
However, there were still difficulties evident in partnership engagement in site 3. It was argued that 
there was difficulty engaging the acute trust which was dealing with its own priorities. Links with 
education, housing and the police needed to be improved while cｴｷﾉSヴWﾐげゲ services and Community 
Safety Partnerships were struggling with a systems approach to partnership working. Non-
attendance or patchy attendance at meetings was seen as an issue. There was disconnect over GP 




declined), as well as NHS concerns about the success regime and a shift of focus to the STP. There 
was also recognition that cuts and financial pressures could put collaboration at risk if everyone 
retreated to protect their own organisation, department or service. In addition, partnerships and 
collaboration with the VCF had not been harnessed. 
 
System leadership 
Various challenges on system leadership have been outlined in the preceding chapters, 
including the lack of clarity regarding the role and function of HWBs, lack of ownership of 
JHWSs. and marginalisation of non-statutory partners (particularly those within the VCF 
sector). As discussed in Chapter 1 when reviewing the challenge of system leadership, 
respondents viewed this in different ways. Our interviewees commented on some of the 
different elements of system leadership and the role of the HWB as a system leader:  
けくくく; ｴW;ﾉデｴ and wellbeing board really should be making sure that there is synergy 
and there is consistency and coherence between all of the strategies of the partners 
;ヴﾗ┌ﾐS デｴW デ;HﾉWげ (CCG Chief Officer, site 1). 
けin the past people did tend to work in their own silos, there was nothing joined up, 
┘ｴWヴW デｴW Hﾗ;ヴS ｷデゲWﾉa SﾗWゲ ;Iデ┌;ﾉﾉ┞が Hヴｷﾐｪゲ デｴWﾏ ;ﾉﾉ デﾗｪWデｴWヴげ (HWB Chair, site 3). 
けI デｴｷﾐﾆ デｴW ┘;┞ ｷデ ぷデｴW HWBへ ┘;ゲ ゲWデ ┌ヮ ┘;ゲ ﾐﾗデ IﾗﾐS┌Iｷ┗W デﾗ ｷデ HWｷﾐｪ ﾉW;SWヴゲ ｷﾐ デｴW 
system. I know they said they wanted people at very high levels, but they should have 
ｪﾗﾐW ; ゲデWヮ a┌ヴデｴWヴげ (HWB Chair, site 4).  
Despite these concerns, weaknesses, and the different emphasis given to system leadership 
across our study sites, it was recognised that HWBs were the only forum presently in 
existence where the system came together, however imperfectly. These participants 
highlighted some of the problems in terms of system leadership and the HWB overall: 
けI デｴｷﾐﾆ デｴｷゲ デｴｷﾐｪ ﾗa ﾉ;Iﾆ ﾗa SｷヴWIデｷﾗﾐ ヴ┌ﾐゲ デｴヴﾗ┌ｪｴﾗ┌デく DｷaaWヴWﾐデ ヮWﾗヮﾉW ｴ;┗W SｷaaWヴWﾐデ 
ideaゲ ;ﾐS ┘W Sﾗﾐろデ ｴ;┗W ; ゲｷﾐｪﾉW ｷSW; ﾗa ┘ｴ;デ デｴW Hﾗ;ヴS ｷゲげ (Healthwatch Chair, site 
2). 
けTｴW Hﾗ;ヴS ｷゲぐ not itself a system leader. It manifests system leadership and it 
satisfies itself that system leadership is taking place, and it places system leadership 
ﾗ┌デ ﾗa SｷゲI┌ゲゲｷﾗﾐゲ ｷﾐデﾗ デｴW ヮ┌HﾉｷIが ｷﾐデﾗ デｴW aﾗヴﾏ;ﾉ Sﾗﾏ;ｷﾐく B┌デ I ┘ﾗ┌ﾉSﾐげデ SWゲIヴｷHW ぷｷデへ 
;ゲ HWｷﾐｪ ｷデゲWﾉa aﾗI┌ゲWSが デｴW ヮﾉ;IW ┘ｴWヴW ゲ┞ゲデWﾏ ﾉW;SWヴゲｴｷヮ ｴ;ヮヮWﾐゲげ (DPH, site 5). 
The HWB chair in site 4 had pressed for a more focused approach, moving away from the 
tick-box exercise that the board had become. There was a recognition デｴ;デ けゲﾗaデ ﾉW;SWヴゲｴｷヮ 
ゲﾆｷﾉﾉゲげ ┘WヴW ヴWケ┌ｷヴWS HWI;┌ゲW デｴW HWB ｴ;S ﾐﾗ aﾗヴﾏ;ﾉ ヮﾗ┘Wヴゲぎ 
けAlthough I chair the meeting, I have no veto to stop anybody from doing anything. 




ﾉW;Sｷﾐｪ デｴW ゲ┞ゲデWﾏ ;ﾐS ┞ﾗ┌げヴW ゲWデデｷﾐｪ デｴW ゲデヴ;デWｪｷI SｷヴWIデｷﾗﾐが ┞ﾗ┌ ｴ;┗W デﾗ ｴ;┗W デｴ;デ 
ヮﾗ┘Wヴ デﾗ HW ;HﾉW デﾗ Sﾗ ゲﾗぐ Wｴ;デげs going to happen in the next 12, 18 months, a 
ﾐ┌ﾏHWヴ ﾗa デｴﾗゲW ﾉW;SWヴゲ ┘ｷﾉﾉ ┘;ﾐデ デﾗ ゲｷデ ﾗﾐ デｴW “TPが HWI;┌ゲW デｴW┞げﾉﾉ ゲWW デｴW ヮﾗ┘Wヴ 
HWｷﾐｪ デｴWヴWげ. 
In contrast, in site 3  we were informed that ; けゲ┞ゲデWﾏゲ ﾉW;SWヴゲｴｷヮげ ;ヮヮヴﾗ;Iｴ ┘;ゲ ;SﾗヮデWS 
early and a strong emphasis was put on building durable partnerships built on trust and 
good relationships with board members attending a programme on system leadership 
methods. As this Strategic Director explained: 
けぐ┗Wヴ┞ W;ヴﾉ┞ ﾗﾐ ┘W [HWB members] joined the Systems Leadership Project that was 
being run through Local Vision, which was LGA/King's Fund/the National 
Improvement Agency Leadership Centre.  And we joined that and used a systems 
leadership approach to help us work through a lot of the things that we wanted to 
Sﾗげ.  
It was also believed that the HWB offered strategic leadership and to some extent acted 
successfully in holding commissioners to account. However, many decisions were taken at 
sub-board level and the HWB in this site was seen to offer assurance and oversight on 
decisions (although this was also interpreted as rubberstamping by some interviewees in 
respect of reports passed without a level of scrutiny at the board). An Assistant Director 
discussed the formulation of a systems leadership approach:  
けぐI デｴｷﾐﾆ that the foundations were established very early on for making this systems 
ﾉW;SWヴゲｴｷヮ ; ヴW;ﾉｷデ┞ぐ Iデろゲ ﾐﾗデ HWWﾐ ┘ｷデｴﾗ┌デ ｷデゲ Iｴ;ﾉﾉWﾐｪWゲが ｷﾐW┗ｷデ;Hﾉ┞が H┌デ I デｴｷﾐﾆ デｴW 
principles of systems leadership are pretty well carried out, pretty well visible and 
evidenIWSぐげ. 
A Chief Executive elaborated on the systems leadership approach adopted in site 3:  
けぐヮ;ヴデ ﾗa ゲ┞ゲデWﾏゲ ﾉW;SWヴゲｴｷヮ ｷゲ ┌ﾐSWヴゲデ;ﾐSｷﾐｪ デｴW Iﾗﾐゲデヴ;ｷﾐデゲ ｷﾐ ┘ｴｷIｴ ﾗデｴWヴ ヮ;ヴデゲ ﾗa 
the system are operating. And working through how you get the best outcome, 
recﾗｪﾐｷゲｷﾐｪ デｴ;デ ヮWﾗヮﾉW HWｴ;┗W ｷﾐ ; ┘;┞ ｷﾐ ┘ｴｷIｴ デｴW┞げヴW ﾐﾗヴﾏ;ﾉﾉ┞ Sヴｷ┗Wﾐ デﾗ HWｴ;┗Wく 
“ﾗ デｴ;デげゲ ケ┌ｷデW ;ﾐ ｷﾏヮﾗヴデ;ﾐデ ヮヴｷﾐIｷヮﾉW ﾗa ﾏﾗ┗ｷﾐｪ aﾗヴ┘;ヴSく TｴW ヴW;ﾉｷデ┞ aﾗヴ ﾗ┌ヴ ゲ┞ゲデWﾏが 
and the reality is once you start pooling your money the conversations that you have 
are SｷaaWヴWﾐデ Iﾗﾐ┗Wヴゲ;デｷﾗﾐゲげ. 
System leadership was a point of discussion amongst all our national follow-up 
interviewees. It was argued that デｴWヴW ┘;ゲ ; ﾐWWS デﾗ ｴ;┗W けH┌┞ ｷﾐげ aヴﾗﾏ デｴW NH“ ゲｷﾐIWが ;ゲ 
noted above, the HWB was the only place where the system came together. However, it 
was felt boards were ignored to some extent by the NHS. System leadership depended on 
effective leadership of the board, but no leadership or executive powers were invested in 
boards and they were not equipped to be system leaders as they had no levers or resources.  




and influence. It was argued by one interviewee that boards were system facilitators, not 
leaders, operating at best through persuasion and negotiation. It was also noted that 
discussions were taking place elsewhere outside the boards with arguably STPs being seen 
as that place. It was suggested that HWBs were not at the right scale to be system leaders 
and needed to be organised on and cover a larger geographical footprint. 
 
Decision-making processes 
Decisions were largely seen in all of our sites to a greater or lesser degree as taking place 
elsewhere in the system, not within the HWB. Such decisions might emerge between 
different partner organisations and on occasion at different levels; decisions might also be 
referred to sub-groups of the HWB. It was noted that with HWBs meeting infrequently, sub-
groups would carry out the work required between meetings (this was the case in four of 
the five sites). Boards were generally not viewed as decision-making bodies but more as 
bodies which existed to ratify decisions with a lack of challenge from, and accountability to, 
partners on the board (see vignette below). It was believed that HWBs generally tended to 
けヴ┌HHWヴ ゲデ;ﾏヮげ ; ﾉﾗデ ﾗa SWIｷゲｷﾗﾐゲが ┘ｷデｴ ヮ;ヮWヴゲ Iﾗﾏｷﾐｪ デﾗ デｴWm with recommendations and to 
HW けゲｷｪﾐWS ﾗaaげ ふｷﾐIﾉ┌Sｷﾐｪ ヮ;ヮWヴゲ aヴﾗﾏ ﾐ;デｷﾗﾐ;ﾉ ｪﾗ┗WヴﾐﾏWﾐデ ;ﾐS DWヮ;ヴデﾏWﾐデ ﾗa HW;ﾉデｴぶく Iデ 
was thought that the HWB was the formal end-point of the decision-making process. Boards 
had no formal executive power to direct organisations and were reliant on the commitment 
of partner organisations to translate priorities into action. It was also noted that boards 
Iﾗ┌ﾉS ┌ゲW けゲﾗaデ ヮﾗ┘Wヴげ デﾗ ｷﾐaﾉ┌WﾐIW デｴW ゲ┞stem but the impact of this was regarded as 
variable.  
 
A vignette of a HWB and lack of influence on decision-making - site 1 
A ┘ﾗヴﾆゲｴﾗヮ ┘;ゲ IﾗﾐS┌IデWS ｷﾐ ゲｷデW ヱ ﾗﾐ IｴｷﾉSヴWﾐげゲ ﾏWﾐデ;ﾉ ┘WﾉﾉHWｷﾐｪく TｴW DPH gave a presentation on 
IｴｷﾉSヴWﾐげゲ ﾏWﾐデ;ﾉ wellbeing and a whole system approach. Another presentation focused on suicide 
and self-harm. This vignette highlights the disconnect between the HWB and decision-making 
processes.  
The workshop was conducted with multiple partners, including mental health services. The main 
theme to emerge from the workshop was that prevention was the most important element in 
relation to IｴｷﾉSヴWﾐげゲ ﾏWﾐデ;ﾉ ┘WﾉﾉHWｷﾐｪ.  The DPH put it in the following terms: 
けぐ┘Wげ┗W ｪﾗデ デﾗ ﾏ;ﾆW ゲ┌ヴW ┘Wげ┗W ｪﾗデ ; H;ﾉ;ﾐIWS ゲ┞ゲデWﾏが H┌デ ┘W ﾐWWS デﾗ ﾏ;ﾆW ゲ┌re we make it so that 
children are resilient and can manage and have the least chance of needing the ぷCｴｷﾉSヴWﾐげゲ “ﾗIｷ;ﾉ 
Services], but then redesign the service. We did all that. What was not said was that the next day the 
main bit of funding that the chilSヴWﾐげゲ ゲWヴ┗ｷIWゲ ｴ;ゲ ｷﾐ ヮヴW┗Wﾐデｷﾗﾐが デｴW┞ [the council] were planning to 
ヴWﾏﾗ┗W ｷデ IﾗﾏヮﾉWデWﾉ┞げ.  
The DPH discussed how on that day those making the decision knew they were going to have a 




けAﾐS ゲﾗﾏW ﾗa デｴW Iﾗﾐ┗Wヴゲ;デｷﾗﾐゲ aWS H;Iﾆ デﾗ ﾏW ┘WヴW デｴW ﾉW;SWヴ ゲ;ｷS ﾗｴ ┘W I;ﾐげデ ヮﾗゲゲｷHﾉ┞ ﾐﾗデ a┌ﾐS 
this service - ;ﾐS デｴW┞げヴW ﾐﾗデ Sﾗｷﾐｪく  Iデげゲ ヮ;ヴデ ﾗa デｴWｷヴ I┌デゲが デｴ;デげゲ ｪﾗｷﾐｪ デﾗ ｪﾗく “ﾗ ｷデげゲ ﾉｷﾆW ｴﾗ┘ 
influential is the health and wellbeing board when we kind of summarised it and said the really 
important things are these, whatever, and then the organisation just goes. The people sitting around 
that room were the people who were making that decision at the same time. So how does that 
ゲケ┌;ヴW デｴW IｷヴIﾉW HWデ┘WWﾐ ┘ｴ;デげゲ SｷゲI┌ゲゲWS ;ﾐS ┘ｴ;デ SﾗWゲ ｷデ Sﾗい  AﾐS デｴWﾐ ｷデげゲ [is] that known 
ﾐWIWゲゲ;ヴｷﾉ┞ H┞ デｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ｷﾐ ｪWﾐWヴ;ﾉい  I ﾏW;ﾐ I ﾆﾐﾗ┘が デｴW SｷヴWIデﾗヴ ﾗa IｴｷﾉSヴWﾐげゲ 
services know, probably the chief exec of the trust where that service is placed knows, but nobody 
else would necessarily know that this ｷゲ ; SWIｷゲｷﾗﾐ デｴ;デげゲ ｴ;ヮヮWﾐWSく “ﾗ ｷデげゲ ;ﾉﾏﾗゲデ ﾉｷﾆW ┘WげヴW ヮﾉ;┞ｷﾐｪ ; 
ｪ;ﾏW ﾗﾐW ┘;┞ ;ﾐS デｴWﾐ ┘WげヴW Sﾗｷﾐｪ ゲﾗﾏWデｴｷﾐｪ デｴ;デ ゲ┌ｷデゲ ﾗ┌ヴゲWﾉ┗Wゲ ゲﾗﾏW┘ｴWヴW WﾉゲWく If the health 
and wellbeinｪ Hﾗ;ヴS デヴ┌ﾉ┞ ｴWﾉS デｴW ヴｷﾐｪが ┞ﾗ┌げS W┝ヮWIデ デｴWﾏ デﾗ ﾆﾐﾗ┘ ;Hﾗ┌デ デｴ;デ ;ﾐS デﾗ HW ;HﾉW デﾗ 
Iｴ;ﾉﾉWﾐｪW デｴ;デ ﾉWｪｷデｷﾏ;デWﾉ┞ ;ﾐS ゲ;┞ OK ┘Wﾉﾉ ┘ｴ┞ ｷゲ デｴ;デ SWIｷゲｷﾗﾐ HWｷﾐｪ ﾏ;SW ┘ｴWﾐ ┘Wげ┗W ﾃ┌ゲデ ゲ;ｷS 
that th;デげゲ ;ﾐ ｷﾏヮﾗヴデ;ﾐデ ;ヴW; aﾗヴ ┌ゲい Hﾗ┘ Sﾗ ┘W ┌ﾐSWヴゲデ;ﾐS ┘ｴ;デ ┞ﾗ┌げヴW Sﾗｷﾐg which is 
diametrically opposed to what the members of the board were saying was important? And that 
ｴ;ヮヮWﾐゲ ;ﾉﾉ デｴW デｷﾏWげ. 
 
A Deputy Chief Executive in site 2 discussed how decisions were taken outside the HWB:  
けWWﾉﾉ デｴWヴWげゲ デｴｷﾐｪゲ ﾉｷﾆW デｴW “TP ゲｴﾗ┌ﾉS be at the centre of their agenda; things like 
how do we deal with the significant funding gap across social careぐ And to be honest 
デｴﾗゲW SｷゲI┌ゲゲｷﾗﾐゲ ;ヴW ;ﾉﾉ ｴ;S ;デ デｴW ヮWヴｷヮｴWヴ┞く AﾐS ┘WげヴW ゲデｷﾉﾉ ;ﾉﾉ SW;ﾉｷﾐｪ ┘ｷデｴ デｴﾗゲW 
issues largely as separate organisations, and then sort of discussing the impact of 
that rather than actually thinking strategically together how do we deal with the 
issues at hand? So where those sort of strategic issues are happening they tend to be 
happening outside of the remit of the health and wellbeing board and not reporting 
directly into themぐげく 
In site 4, a major point of discussion was that the HWB ┘;ゲ ﾉ;ヴｪWﾉ┞ ; けヴ┌HHWヴ-ゲデ;ﾏヮｷﾐｪげ 
exercise. This was seen in the context of having to sign various off papers in relation to the 
BCF. Similar situations were observed in sites 3 and 5, as illustrated by the following 
responses:  
けIa Iろﾏ ヴW;ﾉﾉ┞ ｴﾗﾐWゲデが I ｴ;┗Wﾐろデ ゲWWﾐ ┌ゲ ｴ;┗ｷﾐｪ ; Iﾗﾐ┗Wヴゲ;デｷﾗﾐく WW ｴ;┗W ; ヮ;ヮWヴく H;ゲ 
anybody got any questions about the paper? Well, you've seen this. The paper goes 
;┘;┞げ (Healthwatch, site 4). 
けぐｷデげゲ SﾗﾐW ゲﾗﾏW ｪﾗﾗS デｴｷﾐｪゲが H┌デ ┘ｴ;デ SWIｷゲｷﾗﾐゲ ｴ;ゲ the health and wellbeing board 
デ;ﾆWﾐ デｴ;デ ┘ﾗ┌ﾉSﾐげデ ｴ;┗W HWWﾐ デ;ﾆWﾐ ｷa ｷデ SｷSﾐげデ W┝ｷゲデい Iﾐ ヮヴWヮ;ヴ;デｷﾗﾐ aﾗヴ デｴｷゲ 
Iﾗﾐ┗Wヴゲ;デｷﾗﾐが I ┘;ゲ ヴ;Iﾆｷﾐｪ ﾏ┞ Hヴ;ｷﾐ HWI;┌ゲW Iげ┗W HWWﾐ ; ﾏWﾏHWr of it from its 
ｷﾐIWヮデｷﾗﾐが I Iﾗ┌ﾉSﾐげデ デｴｷﾐﾆ ﾗa ﾗﾐWげ (DPH, site 5). 
けぐｷa ┞ﾗ┌ ゲﾗヴデ ﾗa ゲデWヮ H;Iﾆ ;ﾐS ;ゲﾆ, where was the decision made? It wasn't at the 




critical thought that enables the decision was offered elsewhere and the decision was 
taken elsewhere. And what the health and wellbeing board did was to say yes, we 
agree, carry on. But is that decision making?  Some people would say, no, that's 
ヴ┌HHWヴ ゲデ;ﾏヮｷﾐｪげ (DPH, site 3). 
Although not a main item of deliberation by respondents in our national follow-up 
interviews, decisions were sometimes seen as taking place elsewhere and signed off by 
boards. A respondent noted that with a board they peer reviewed it was clear that the 
important health conversations were taking place elsewhere.  
Our VCF focus groups believed that if decisions were made they occurred outside the HWB 
or at sub-group level of the board. As these interviewees noted:  
けI デｴｷﾐﾆ Iろ┗W ﾉﾗゲデ a;ｷデｴ IﾗﾏヮﾉWデWﾉ┞ ｷﾐ デｴﾗゲWぐHﾗSｷWゲく I デｴｷﾐﾆ ┞ﾗ┌ ゲｷデ ﾗﾐ ; HﾗS┞ ﾉｷﾆW デｴW 
health and wellbeing board and you could read all the papers and you could 
contribute to every single debate and I don't think it would actually change anything 
that was going on the ground because I think the decisions are made long before it 
actually gets to the health and wellbeing board and in a sense the health and 
wellbeing board is a bit of drama, isn't it? It's bringing everybody together in the 
same room. It's people making comments on papers. But the decisions have already 
been made, the direction of travel has already been set and this is just in a sense a bit 
ﾗa ; ヮヴWゲWﾐデ;デｷﾗﾐげ (Site 1, focus group 2). 
け“ﾗ デｴｷﾐｪゲ デWﾐS デﾗ HW ﾐﾗデWS ﾗヴ ;ヮヮヴﾗ┗WSが Iげﾏ ﾐﾗデ ゲ┌ヴW ｷa デｴW┞ IﾗﾏW デﾗ HW Sｷゲ;ヮヮヴﾗ┗WSが 
do you know wh;デ I ﾏW;ﾐいげ (Site 4, focus group).  
There were also concerns expressed over HWBs responding to national agendas. Disquiet 
was voiced over the volume of paperwork for the boards to process and in particular 
allowing VCF groups sufficient time to scrutinise paperwork and/or report back to the 
sector.  
 
Influence of HWBs on commissioning 
The influence of HWBs on commissioning varied, from having a direct influence (site 3) to 
having very little influence (site 5). In site 3, there was an over-arching commissioning 
strategy and a number of thematic strategies nested below it. These commissioning 
strategies were signed off every year by the HWB. 
Commissioning was a central focus of discussion and a number of themes emerged in site 3: 
 There was evidence of a co-operative and multi-agency approach to commissioning 
(also a desire not to destabilise organisations in the commissioning process). 




 The HWB sub-board dealt with the operational aspects of commissioning and the 
main HWB with the strategic elements; opinion was divided over whether the HWB 
effectively challenged the sub-board and there was a belief that the HWB was trying 
to hold commissioners to account. 
In site 4, the changing role for the local authority, driven by financial constraints, provided 
opportunities (for public health in particular) to do things differently in relation to 
commissioning (though not specifically linked to the HWB): 
けTｴW a;Iデ デｴ;デ ┘W ｴ;S ; [public health] budget and the fact that was with the council 
means we could get on and do things that we would never ever have done in the 
NH“が HWI;┌ゲW W┗Wヴ┞ﾗﾐW ┘;ゲ デﾗﾗ ゲI;ヴWSげ (DPH, site 4). 
In site 2, commissioning per se was not a major theme. However, the issues that emerged 
were that the commissioning intentions and objectives of the JHWS may differ. 
Organisations had different agendas and competing interests and change therefore took 
time. In site, ヱ デｴW Iﾗ┌ﾐデ┞ ｴ;S ゲﾗﾏW ゲWヴ┗ｷIWゲ デｴ;デ ┘WヴW SWﾉｷ┗WヴWS けｷﾐ ｴﾗ┌ゲWげ ;ﾐS デｴWヴW ┘;ゲ 
discussion around the need to reconfigure services. There was also a view that the HWB did 
not commission work that made a difference to how services operated. One participant 
believed the board needed to be more challenging and set more targets and prove that it 
brought added value. The following interviewees encapsulated some of these views: 
けぐIろﾏ ; HWﾉｷW┗Wヴ ｷﾐ ﾉﾗI;ﾉ ;┌デｴﾗヴｷデｷWゲ ヮヴﾗ┗ｷSｷﾐｪ ゲWヴ┗ｷIWゲが ;ゲ ┘Wﾉﾉ ;ゲ Iﾗﾏﾏｷゲゲｷﾗﾐｷﾐｪ 
services. I mean there's no way we could run all services, but by being part of it and 
able to provide it gives us the strength and it also gives people in the rest of the 
county a choice of whether you want to go with the private sector or local authority 
sector in terms of care, so. And it helps in terms of our credibility with the other 
organisations. So I live in the world where commissioning is part of it, but I also like 
デﾗ HW ; ヮヴﾗ┗ｷSWヴげ (Chair, HWB, site 1). 
けIデろゲ ;Iデ┌;ﾉﾉ┞ Iﾗﾏﾏｷゲゲｷﾗﾐｷﾐｪ ヮｷWIWゲ ﾗa ┘ﾗヴﾆ デｴ;デ ┘ｷﾉﾉ ﾏ;ﾆW ; ゲｷｪﾐｷaｷI;ﾐデ SｷaaWヴWﾐIW デﾗ 
the way services are being provided. It's providing a forum where we can discuss 
┘ｴ;デ ゲｴﾗ┌ﾉS ﾗ┌ヴ ﾆｷﾐS ﾗa IﾗﾉﾉWIデｷ┗W ヮヴｷﾗヴｷデｷWゲ HWげ (Strategic Director, site 1). 
As noted in site 5, there was already an integrated commissioning function as part of the 
council, to which both the PCT and council had delegated authority to spend within a 
Section 75 agreement. The HWB was not part of that process. There was an adult health and 
social care organisation and significant pooled budgets. The integrated care board and a 
joint commissioning board oversaw the pooled £200m budget for care of the over 65s. 
These issues will be discussed further in relation to the integration of health and social care 
in Chapter 4.4. However, the adult health and social care organisation, pooled budgets and 




organisation for improving outcomes for children and young people に were not generally 
viewed as overseen by the HWB.  
 
Governance and accountability  
There was concern across the sites, particularly evident in our initial interviews, that there 
was little leverage or power exercised by HWBs to hold partners to account, largely due to 
an absence of resources or executive power to do so. There was a lack of challenge and 
scrutiny by boards. In site 3, it was noted that the HWB held commissioners to account to an 
extent but that other aspects of board business were confined to providing assurance. 
Boards in the other sites also reported けヴ┌HHWヴゲデ;ﾏヮｷﾐｪげ IWヴtain papers and policies and 
there was a lack of monitoring generally. The need for more monitoring and measurement 
was required to ensure that the progress of various programmes was kept on the agenda of 
boards thereby ensuring that they exercised a strategic oversight of policy. Allied to the 
absence of any systematic monitoring of progress against the JHWS were worries that sub-
groups of HWBs (present in four of the five sites) lacked transparency in terms of their roles, 
remit, policy agendas and reporting arrangements to boards. A Strategic Director in site 1 
and a Vice Chair of a HWB in site 2 reflected on some of these concerns:  
けI デｴｷﾐﾆ ｷデ [the HWB] needs to hold public health as a service to account more and to 
question more about why we're, you know, for example, contracting trusts to deliver 
on smoking cessation when all the data is suggesting that they're failing left, right 
and centre to deliver any good outcomes, yeah. It's that kind of hard edge to the 
health and wellbeing board: that it should be there as a board that challenges, that 
has teeth, that holds agencies to account, including constituent agencies, and holds 
public health as a service in particular, given that public health as a service is 
probably the one service most closely aligned with health and wellbeing board 
ヮヴｷﾗヴｷデｷWゲげ. 
けTｴW ヮヴﾗHﾉWﾏ ;ゲ I ゲWW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴSゲ ｷゲ デｴW┞げヴW ﾐﾗデ ;IIﾗ┌ﾐデ;HﾉWく AﾐS ｷa 
┞ﾗ┌げ┗W ｪﾗデ ﾐﾗ ﾆｷﾐS ﾗa Iﾗﾐデヴﾗﾉゲが ;ﾐS ┞ﾗ┌ I;ﾐげデ ｴﾗﾉS ヮWﾗヮﾉW デﾗ ;IIﾗ┌ﾐデが ;ヮ;ヴデ aヴﾗﾏ 
through having a good relationship and a Iﾗﾐ┗Wヴゲ;デｷﾗﾐが ;Iデ┌;ﾉﾉ┞ ｷデ ﾏW;ﾐゲ デｴW┞げヴW ﾐﾗデ 
デWヴヴｷHﾉ┞ WaaWIデｷ┗Wげ. 
In our follow-up case study interviews, mechanisms had been put in place in three sites to 
ensure greater accountability. In site 1, members identified that an LGA peer review had 
been a positive experience for the HWB because, along with the self-assessment, it had led 
to a number of changes for the better in the way in which the board operated and was 
structured. Overall, along with a change in Council leadership, this review had resulted in a 
more inclusive and interactive board (versus a formal committee feel) with a core and sub-





けAﾐS デｴW┞げ┗W IヴW;デWS ; Iﾗ┌ヮﾉW ﾗa ゲ┌Hｪヴﾗ┌ヮゲ ﾗヴ ゲ┌Hが ┘Wﾉﾉ Iげﾉﾉ I;ﾉﾉ デｴWﾏ ゲ┌Hｪヴﾗ┌ヮゲぐデﾗ 
;Iデ┌;ﾉﾉ┞ ﾉﾗﾗﾆ ;デ ┘ｴ;デ デｴW ;ｪWﾐS; ゲｴﾗ┌ﾉS HW WデIく AﾐS ｷデ ｷゲ ┘ﾗヴﾆｷﾐｪ HWデデWヴぐげ 
(Healthwatch Chair, site 1). 
However, it was noted that the HWB could still do more to hold itself to account internally, 
particularly around the integration of the public health strategy across the Council functions 
and across district authorities. The board planned to use an LGA self-assessment tool for the 
purposes of ongoing internal review, including efforts to coordinate the work of another 
local HWB. It was also suggested that a けS;ゲｴHﾗ;ヴSげ Iﾗ┌ﾉS HW SW┗WﾉﾗヮWS ｷﾐ ゲ┌Iｴ ; ┘;┞ ;ゲ デﾗ 
integrate with an STP dashboard thereby enabling system-wide monitoring.   
In site 3, there was also a dashboard in terms of the development of health and social care 
integration presented at each board meeting.  
The new chair of the HWB in site 5 had ensured that the adult health and social care 
integration organisation was held to account and reporting regularly to the board. The chair 
described the new accountability arrangements as follows:  
け“ﾗ ┘WろヴW ﾐﾗデ ﾃ┌ゲデ ; デ;ﾉﾆｷﾐｪ ゲｴﾗヮ ;ﾐ┞ﾏﾗヴWが ┞W;ｴく “ﾗ ┘ｴWﾐ ┘WろヴW Iﾗﾏｷﾐｪ ;ﾉﾗﾐｪ ﾐﾗ┘ ┘W 
want to be saying right so what's happening with? Where are we up to with? Why 
has that happened? And then within that you've got the, these are the must dos we 
ﾐWWS デﾗ HW デｴｷﾐﾆｷﾐｪ ;Hﾗ┌デが ┞ﾗ┌ ﾆﾐﾗ┘ぐ“ﾗ I デｴｷﾐﾆ ┘ｴ;デ ┘WろヴW デヴ┞ｷﾐｪ デﾗ Sﾗが デﾗ ゲ;┞ デﾗ 
people is, look, you know, yeah there's a lot going on, but simple message, we know 
what our priorities are, because we've worked out and we've asked everybody and 
everybody's agreed them, OK, that then is our strategy, how then do we implement 
デｴﾗゲW ヮヴｷﾗヴｷデｷWゲいげ. 
 
The role and perceived contribution of elected members 
In three of our study sites, there had been changes in the chairs of the board during the 
time field work was being conducted. In two sites this had resulted in changes in the 
development of the HWB. It was highlighted by participants in site 4 that the board, since it 
became statutory, had had three chairs, each with a different leadership style. It was 
contended that the changes had had a detrimental impact because they hindered progress 
due to a lack of continuity. However, in site 5 the change of chair meant a new direction for 
the board in terms of organisations being made accountable to the board, and a provider 
and other organisations being invited onto the board on an ad hoc basis as required. The 
chair received lots of expressions of interest from agencies wanting to join the board but 
decided to hold a workshop to address their issues rather than expanding the board which, 
it was feared, risked becoming too unwieldy.  
In contrast, in site 3 it was strongly believed from the evidence of our baseline interviews 
that there was strong cross-party support for the health and wellbeing agenda and for 




けぐHﾗデｴ CﾗﾐゲWヴ┗;デｷ┗W ;ﾐS L;Hﾗ┌ヴ ｴ;┗W HWWﾐ ﾗﾐ デｴｷゲ ﾃﾗ┌ヴﾐW┞ ┘ｷデｴ ┌ゲが ;ﾐS デｴWヴWげゲ 
absolutely hundred percent signup certainly towards health and wellbeing in its 
widest sense improving health and wellbeing, and also around integration. We did a 
lot of work certainly in the last 18 months about taking both parties with us across 
the line to make sure that if there was a change in personnel that we would be 
absolutely assured that nothing would be destabilised with a change of 
;Sﾏｷﾐｷゲデヴ;デｷﾗﾐげ. 
This would seem to be borne out in our follow-up interviews, as a change in political 
leadership on the council and a new chair of the HWB did not seem to have had an adverse 
effect on the HWB. The health and wellbeing and integration agendas had remained 
unchanged.  
In sites 1 and 2, although there had been no changes in the chairs of the boards there was a 
somewhat stark contrast in styles thus demonstrating that politics and personalities do have 
an influence for good or ill. In site 1, the chair, who was a councillor, came in for some 
criticism: 
けWｴ;デ ｴW ゲWWゲ ;ゲ ; ヴWゲ┌ﾉデ ｷゲ デｴ;デ the meeting finishes on time. Tｴ;デげゲ ｪヴW;デ aﾗヴ ｴｷﾏく  
HW デｴｷﾐﾆゲ デｴ;デげゲ ﾏ;ﾐ;ｪｷﾐｪ デｴW ;ｪWﾐS; ┘Wﾉﾉ デｴ;デ ┘Wげ┗W ｪﾗデ デｴヴﾗ┌ｪｴ デｴW H┌ゲｷﾐWss 
ケ┌ｷIﾆく  “ﾗ デｴ;デ ﾆｷﾐS ﾗa ゲ;┞ゲ ;ﾉﾉ ┞ﾗ┌ ﾐWWS デﾗ ﾆﾐﾗ┘げ (DPH, site 1). 
As the chair in site 1 noted: 
けWW ｴ;┗W ; デ┘ﾗ ｴﾗ┌ヴ ゲWゲゲｷﾗﾐ aﾗヴ デｴW Hﾗ;ヴS ﾏWWデｷﾐｪ ;ﾐS Iろﾏ ケ┌ｷデW SWデWヴﾏｷﾐWS デﾗ 
aｷﾐｷゲｴ ｷデ ｷﾐ デ┘ﾗ ｴﾗ┌ヴゲ HWI;┌ゲW ヮWﾗヮﾉW ﾐWWS デﾗ ﾆWWヮ ｷデ aﾗI┌ゲWSげ. 
A CCG ヴWゲヮﾗﾐSWﾐデ ヴWaWヴヴWS デﾗ デｴW Iｴ;ｷヴげゲ ゲデ┞ﾉW ｷﾐ デｴWゲW デWヴﾏゲぎ 
けA ﾐｷIW ﾏ;ﾐ - I do like him - H┌デ ┗Wヴ┞ aｷ┝WS ｷﾐ ｴｷゲ ┘;┞ゲげ (Chief Officer, CCG, site 1). 
In contrast, it was believed that the HWB chair in site 2, who was also the council leader, 
was a good chair enabling people to participate and contribute. The chair ensured the right 
people were around the table, and the board was seen as an important meeting for 
partners.  The chair having a public health background was regarded as けhugWﾉ┞ ┗;ﾉ┌;HﾉWげく Iデ 
was felt the chair led the board very well while acknowledging the existence of some 
shortcomings. Hence the desire for staging a peer review. It was also believed that the chair 
had displayed good leadership, built good relationships, cultivated shared values, and had 
managed tensions between partner agencies well.  
The vice chair of the HWB discussed the chairing of the board: 
けぷTｴW Iｴ;ｷヴへぐｷゲ ; ┗Wヴ┞ ｪﾗﾗS Iｴ;ｷヴ ;ﾐS ヮWﾗヮﾉW ヮ;ヴデｷIｷヮ;デW ｷﾐ デｴ;デが ゲﾗ I デｴｷﾐﾆ デｴW ﾉW┗Wﾉ ﾗa 
IﾗﾏﾏｷデﾏWﾐデ ｷゲ ヴW;ﾉﾉ┞ ｪﾗﾗSげ.  





Public and user engagement  
There was a widespread view that little had been done by HWBs across our five sites in 
terms of public and user involvement. It was argued that overall there was an absence of 
public engagement with the public largely unaware of the work of the HWBs or even, 
perhaps, of their very existence.  Members of the public did not routinely attend meetings, 
except when a particular issue was of concern as part of a campaign or pressure group 
involvement. Meetings of HWBs appeared to be ones that took place in public, as required, 
rather than being public meetings. Our observations of HWB meetings found that board 
members did not seem to acknowledge those who were not sat around the table and there 
was no time set aside on meeting agendas to receive questions from the public. 
A partial exception to this view was Healthwatch which, according to our case study 
interviews, was generally perceived to be engaged, and contributing to and challenging 
HWBs. But Healthwatch was clear that it was not their role to conduct public engagement 
work on behalf of the HWB. Discussion also centred on funding cuts to Healthwatch and 
how these affected their capacity to engage with the public and the HWB in two study sites. 
A Healthwatch representative in site 2 described their role on the board:  
け“ﾗ ┘W ゲWW ﾗ┌ヴ ヴﾗﾉW デｴWヴW ;ゲ ┗Wヴ┞ ﾏ┌Iｴ デﾗ ゲﾗヴデ ﾗa Hヴｷﾐｪ ; ヮ;ｷヴ ﾗa aヴWゲｴ W┞Wゲが ﾏ;ﾆW ゲ┌ヴW 
that there's a really clear path of the way in which things have been reached and that 
people have been involved in the development of that path, but also to be sort of a 
Hｷデ ﾗa ; IヴｷデｷI;ﾉ aヴｷWﾐSが ｪｷ┗W ｷデ ; Hｷデ ﾗa Iｴ;ﾉﾉWﾐｪWが デｴ;デ デ┞ヮW ﾗa デｴｷﾐｪぐ we try to work 
very much as partners. So there's a big bit of work happening at the minute around 
system integration. We offered half a day of my time to be part of that work, so I'm 
part of the taskforce on that. And it's very much, yes, we bring that challenge and the 
ｪヴｷデ I デｴｷﾐﾆ I SWゲIヴｷHWS ;ゲ ┘WげヴW デｴW ｪヴｷデ ｷﾐ デｴW ﾗ┞ゲデWヴく B┌デ ;Iデ┌ally, it's about us all 
moving together to get to the best place, rather than just standing and criticising 
aヴﾗﾏ デｴW ゲｷSWﾉｷﾐWゲげ.  
Voluntary sector representatives spoke of the difficulties of engaging with the wider VCF 
sector, with little time to engage and consult on complex issues. However, some worked 
through networks to enable views to be fed into HWB, and to take back issues to the wider 
sector and local communities but spoke of their frustration in not being enabled to work in 
advance on some issues. 
Webcasting was a feature in two study sites and a main concern was that it might result in 
partners not holding each other to account effectively to avoid any appearance of 
disagreeing in public. Webcasting could be perceived as stifling debate and challenge. 
However, there was also recognition that it provided an opportunity to send out messages 




A new element in our follow-up interviews was the concern in two of the study sites over 
the lack of public consultation over the STP process. In one site, Healthwatch was trying to 
engage the public and raise awareness of the STPs. In another, some board members were 
pushing for public engagement but were reportedly told not to discuss the STP by NHS 
England (an instruction subsequently withdrawn). Our follow-up interviews found that in 
one case study area the lack of public engagement had led to the establishment of a HWB 
sub-group focusing upon public engagement and communication strategies led by 
Healthwatch.  
Among our national interviewees, opinion was divided on public engagement. There were 
those participants who believed HWBs should be, and were, effective in engagement. One 
interviewee noted that boards had a reach and could build understanding and stood at the 
interface between public services and the public. Another view was that boards needed to 
engage the public in terms of the JHWSs ヴWｪ;ヴSﾉWゲゲ ﾗa ┘ｴWデｴWヴ デｴW Hﾗ;ヴSゲげ ヴﾗﾉW ┘;ゲ ;ゲ ; 
champion of the strategy, the public face of the strategy, or actively engaging with the 
strategy. Partner organisations could engage the public as long as it was part of a co-
ordinated approach and therefore, it was argued, it was not important who led the process. 
An interviewee observed that they had seen over 100 HWBs in different stages of 
development and, in simplified terms, engagement tended to be at one of two extremes: 
first, the board is a kind of holding company where the constituent organisations need to 
engage with the public; and second, the board is the public face and looks outwards. Other 
modes of engagement, it was argued, lie in-between these two positions. An interviewee 
argued that public engagement was an example of tokenism and that Healthwatch was 
variable in its impact on HWBs. However, it was conceded that engagement had worked 
┘Wﾉﾉ ｷﾐ ; けｴ;ﾐSa┌ﾉげ ﾗa ヮﾉ;IWゲ:  
けIデげゲ ﾐW┗Wヴ ヴW;ﾉﾉ┞ ｪﾗｷﾐｪ デﾗ ┘ﾗヴﾆ [public engagement]が I Sﾗﾐげデ デｴｷﾐﾆ に デｴ;デげゲ ┗Wヴ┞ 
cynical. But it never does, does it? Healthwatch itself is hugely variable. In some 
ヮﾉ;IWゲ ｷデげゲ ヴW;ﾉﾉ┞ ｴWIデｷI ;ﾐS ┘ﾗヴﾆゲ ┘Wﾉﾉが H┌デ ｷﾐ ﾗデｴWヴゲ ｷデげゲ ﾃ┌ゲデ ｴﾗヮWﾉWゲゲ ;ﾐS H;ゲｷI;ﾉﾉ┞ 
ヴ┌HHｷゲｴく Oa Iﾗ┌ヴゲWが デｴW┞げ┗W ｪﾗデ ﾐﾗ ヮﾗ┘Wヴが ﾐﾗ ;┌デｴﾗヴｷデ┞ ;ﾐS ﾐﾗ ﾏﾗﾐW┞が ゲﾗ デｴW┞ Sﾗﾐげデ 
stand much of a chance, do they? It will take somebody really good leading them. So 
I think it is tokenism really. I guess it works in a few places but I would have thought 
ｷデげゲ ﾗﾐﾉ┞ ; ｴ;ﾐSa┌ﾉ ﾗa ヮﾉ;IWゲ ┘ｴWヴW ┞ﾗ┌ ヴW;ﾉﾉ┞ ｪWデ デｴ;デく AﾐS Iげﾏ ﾐﾗデ IWヴデ;in how you 
would get it anyway. Yﾗ┌ ﾆﾐﾗ┘が Iげ┗W ゲデヴ┌ｪｪﾉWS ┘ｷデｴ デｴｷゲ aﾗヴ ヲヵ ┞W;ヴゲ ﾗヴ ┘ｴ;デW┗Wヴ Iげ┗W 
HWWﾐ ｷﾐ ヮ┌HﾉｷI ｴW;ﾉデｴが ｴﾗ┘ Sﾗ ┞ﾗ┌ ｪWデ デｴW JﾗW Bﾉﾗｪｪゲぐ┗ｷW┘ ｷﾐデﾗ ;ﾐ┞デｴｷﾐｪが HWI;┌ゲW 
デｴWヴW ｷゲﾐげデ ﾗﾐW JﾗW Bﾉﾗｪｪゲげ (National Interviewee, 6).    
A number of themes emerged from the VCF focus groups on engagement: 
 Boards had not capitalised on previous (better) engagement processes 
 A lack of investment in infrastructure to the sector had hindered engagement 





 Boards only engaged at the implementation stage 
 Inconsistent engagement across HWB footprints with HWBs not heeding or acting on 
key messages and insights from the sector. 
In site 3, a novel method of engaging the public was used to receive their views on health 
issues. This took the form of a public consultation in the city about a plan for the whole area 
(which incorporated the JHWS) and health issues were part of the consultation. This was 
largely seen by HWB members as a worthwhile exercise and there were calls for it to be 
repeated, or to be become part of a rolling programme of public engagement.  The local 
authority Strategic Director discussed the consultation exercise:  
けAﾐS ゲﾗ ヮWﾗヮﾉW ┘ﾗ┌ﾉS IﾗﾏW ┌ヮ ;ﾐS ﾉｷデWヴ;ﾉﾉ┞ ゲｷデ Sﾗ┘ﾐ ;ﾐS ｴ;┗W デｴW Iﾗﾐ┗Wヴゲ;デｷﾗﾐ ┘ｷデｴ 
you and you'd get them to fill in the forms. But you're saying yeah but what's 
important here? And of course, most of the things were about, well, I want to be able 
to get the bus, and I want shopping. I want to know where the doctors - and I want 
this, and, you know, I want to be able to go to do some leisure things. So it was a 
ﾏ┌Iｴ ┘ｷSWヴ Iﾗﾐ┗Wヴゲ;デｷﾗﾐ デｴ;ﾐ ;Hﾗ┌デ ｴW;ﾉデｴ ;ﾐS I;ヴWげ.   
It was also viewed as a good consultation exercise by the VCF focus group in site 3.  As one 
focus group participant stated on the local authority consultation: けIげﾉﾉ ｪｷ┗W デｴWﾏ ゲﾗﾏW デｷIﾆゲぁげ 
However, it was believed overall that the board needed to engage more with the public.  
For a version of the JSNA in site 5, there were four people, one of whom was from 
Healthwatch, who were responsible for the public engagement feed into the JSNA. The 
Healthwatch interviewee discussed the public engagement element of the JSNA: 
け“ﾗ aﾗヴ W┝;ﾏヮﾉW ; Iﾗ┌ヮﾉW ﾗa ┞W;ヴゲ ;ｪﾗ ┘W SｷS ; ﾏ;ゲゲｷ┗W ゲ┌ヴ┗W┞が ┘ｴｷIｴ IﾗﾐデヴｷH┌デWS 
デﾗ┘;ヴSゲ デｴW J“NAぐAﾐS ┘W デﾗﾗﾆ ﾗ┌ヴ ヴWヮﾗヴデ デﾗ デｴWが I presented the report at both the 
scrutiny committee and the board. Very well received and everything. And whenever I 
ｪﾗ I ﾏ;ﾆW デｴW ヮﾗｷﾐデが I ゲ;ｷSが ┞ﾗ┌ ﾆﾐﾗ┘が ｪヴW;デが Iげﾏ ;Hゲﾗﾉ┌デWﾉ┞ SWﾉｷｪｴデWSが ﾗ┌ヴ ┗ﾗﾉ┌ﾐデWWヴゲ 
put hours anS ｴﾗ┌ヴゲ ;ﾐS ｴﾗ┌ヴゲ ﾗa ┘ﾗヴﾆ ｷﾐデﾗぐwe started doing it before the health 
;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ┘;ゲ ゲWデ ┌ヮく “ﾗ ┘W SｷS デｴ;デぐI ﾉﾗﾗﾆWS ;デ W┗Wヴ┞HﾗS┞ ヴﾗ┌ﾐS デｴW 
table and they sort of sat back with a smile of contentment on their faces. They 
ﾉﾗﾗﾆWS ﾉｷﾆW デｴW I;デ デｴ;デげゲ ｪﾗデ デｴW IヴW;ﾏく Oｴ デｴｷゲ ｷゲ ｪヴW;デく OﾐW ﾗa the councillors said, 
independent councillor said, oh this is excellent value for money. I said well make the 




 In terms of relationships, partnerships and collaborative working, trusting and good 
relationships had been developed to varying degrees in all the case study sites. Lack 




priorities and agendas, and due to HWBs not being able to hold partners to account 
or align their priorities with those of the HWB. The VCF sector was largely excluded 
as a key influence on HWBs and sometimes the sector was characterised as being an 
afterthought.  
 System leadership was seen as largely absent and the lack of strategic direction of 
HWBs was a common theme. Underpinning this was the general view that HWBs 
were not system leaders but more a collection of leaders accountable to their own 
respective organisations; moreover, they were viewed by the voluntary sector as 
embracing the public statutory sector only. Partners had their own (often conflicting) 
priorities and still largely worked in organisational silos. There was a lack of strategic 
join-up, such as of the JHWS and other policy initiatives by the HWBs and little 
ownership by partners with the strategies not regarded as an integral part of the 
health and social care landscape. The demands and priorities in other areas of the 
system (e.g. STPs, NHS) served to make system leadership difficult with an 
expectation that STPs would assume ownership of the system rather than HWBs. 
However, at the same time, it was recognised that HWBs were the only place at 
present where the system came together, which may in part explain the attendance 
at the highest level by partner organisations and the commitment to the HWB 
expressed by participants.  
 Decisions were viewed as taking place elsewhere in the system by partner 
organisations and at different levels, rather than within the HWB. Boards were not 
viewed generally as decision-making bodies but rather as bodies to ratify decisions 
with a lack of challenge and accountability from, and to, partners on the board. 
Bﾗ;ヴSゲ デWﾐSWS デﾗ けヴ┌HHWヴ ゲデ;ﾏヮげ SWIｷゲｷﾗﾐゲ, which were often deferred to sub-groups 
due to HWBs meeting infrequently (and in public). HWBs had no formal executive 
ヮﾗ┘Wヴ ;ﾐS ┘WヴW ヴWﾉｷ;ﾐデ ﾗﾐ けゲﾗaデ ヮﾗ┘Wヴげ デﾗ ｷﾐaﾉ┌WﾐIW デｴW ゲ┞ゲデWﾏ.  
 The influence of HWBs on commissioning varied, from a direct influence on the one 
hand to very little influence on the other.  
 There was concern across the sites that there was no effective leverage by HWBs 
whereby partners, their roles and responsibilities and their policies and programmes 
could be held to account, coupled with a lack of challenge/scrutiny by boards. A lack 
of monitoring generally was cited.  
 There was a general consensus that little had been achieved by HWBs in order to 
ensure effective public and user engagement; the public did not routinely attend 
meetings and the input of the VCF was under-valued. Healthwatch were generally 
seen as contributing to and challenging HWBs in our case study interviews, but their 






4.4  FINDINGS: OUTCOMES 
In their discussion of outcomes, Pawson and Tilley (2004:8) observe that: けO┌デIﾗﾏW-patterns 
comprise the intended and unintended consequences of programmes, resulting from the 
;Iデｷ┗;デｷﾗﾐ ﾗa SｷaaWヴWﾐデ ﾏWIｴ;ﾐｷゲﾏゲ ｷﾐ SｷaaWヴWﾐデ IﾗﾐデW┝デゲげく This chapter presents our study 
findings in relation to outcomes reportedly arising from the activities of HWBs, both within 
our five case study sites and in other areas as reported by the national interviewees.  
 
Outcome enablers 
Participants from our national follow-up interviews argued that good system leadership was 
required to ensure outcomes were achieved. Good engagement by partners and having 
defined goals were also seen as essential requirements for successful outcomes. An 
interviewee noted that HWBs needed to look across the whole system in terms of 
determining whether they were innovative, saved money or improved health. It was 
ゲ┌ｪｪWゲデWS デｴ;デ ｷﾐ デｴWゲW ;ヴW;ゲ ヮヴﾗｪヴWゲゲ ┘;ゲ けヮ;デIｴ┞げく Iデ ┘;ゲ ;ﾉゲﾗ ;Iﾆﾐﾗ┘ﾉWSｪWS デｴ;デ ｷa HWBゲ 
were not improving health and wellbeing in ways that were evident and could be tracked 
back to their efforts in regard to producing JHWSs then what was their purpose? Another 
interviewee observed that a different approach was needed if the boards were having no 
impact. However, the same interviewee also argued that if after five years tentative 
progress had been made this should be regarded as a relative success since partnerships 
took time to bear fruit, particularly if partners had not worked together before.  
 
Process outcomes 
In our follow-up interviews in site 1, there had been some tangible changes. As noted earlier 
in the discussion on sub-committees of HWBs, there were now HWB sub-committees 
aligning with the JSNA and the four priority areas outlined in the JHWS with those groups 
responsible for the work around each. A number of initiatives were identified where 
progress had been made including leisure, housing and planning and IｴｷﾉSヴWﾐげゲ ﾏWﾐデ;ﾉ 
health. There was a sense that whilst some of the advancements made (particularly around 
ヮ┌HﾉｷI ｴW;ﾉデｴが ヮﾉ;ﾐﾐｷﾐｪ ｷﾐ Iﾗﾏﾏ┌ﾐｷデｷWゲが IｴｷﾉSヴWﾐげゲ mental health) may have happened 
anyway, this would have been a much more drawn out and difficult process without the 
HWB. The pace of change had been speeded up through better coordination and from the 
strategic backing provided by the HWB. The planning in community and planning and health 
group sped the pace of change by getting NHS and district/borough sign up from the start: 
け“ﾗ ┘ｴ;デ I ┘ﾗ┌ﾉS ゲ;┞ ｷゲ ┘ｷデｴ デｴ;デ ﾗﾐW ;ﾐS aヴﾗﾏ ┘ｴ;デ Iげ┗W ｴW;ヴS aヴﾗﾏ Iﾗﾐ┗Wヴゲ;デｷﾗﾐゲ ｷゲが 
we would not have got to where we are as fast or in as a coordinated way as what 
┘W ｴ;┗W SﾗﾐWく WW ﾏｷｪｴデ ゲデｷﾉﾉ ｴ;┗W ｪﾗデ デｴWヴWが H┌デ ┘ｴ;デ ┘Wげ┗W ｪﾗデ aヴﾗﾏ デｴW ｴW;ﾉデｴ ;ﾐS 
┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ｷゲ ┘Wげ┗W ｪﾗデ NH“ ゲ┌ヮヮﾗヴデ ;ﾐS デｴWﾐ Hﾗヴﾗ┌ｪｴ ;ﾐS SｷゲデヴｷIデ ゲｷｪﾐ-up 




planning and health group. And we actually took to the chief execs of all the districts 
and boroughs last week on the back of some of this with links to the health and 
wellbeing board, a health statement to go in all local plans and to get public health 
involvement for all of their local planned development and supplementary planning 
ｪ┌ｷS;ﾐIW ┌ﾐSWヴ ｷデく “ﾗ I Sﾗﾐげデ デｴｷﾐﾆ ┘W ┘ﾗ┌ﾉS ｴ;┗W ｪﾗデ デｴ;デ デｴW ┘;┞ ┘W ｴ;┗W SﾗﾐW ;ﾐS 
to get it across all [boroughs and districts] in that sort of timeframe without having 
the health and wellbeing board and that sort of placeげ (DPH, site 1). 
Examples of process outcomes were given in site 3 in regard to better relationships, pooled 
budgets and joint working. The VCF focus groups also considered outcomes but again these 
discussions were couched in terms of process, of either producing a JHWS or signing-off 
other strategies. A participant in the focus group from site 2 observed that the board, apart 
from the health and wellbeing strategy:  けぐ┘ﾗ┌ﾉS ゲデヴ┌ｪｪﾉW デﾗ ゲ;┞ デｴ;デ ｷデげゲ ;IｴｷW┗WS ;ﾐ┞デｴｷﾐｪ 
ﾗデｴWヴ デｴ;ﾐ デｴ;デげく In the focus group in site 4, an interviewee stated of the HWB: けWWﾉﾉ ﾗﾐ 
ヮ;ヮWヴ ｷデ ゲWWﾏゲ デﾗ ｴ;┗W ;IｴｷW┗WS デｴｷﾐｪゲが ;ﾐS ｷデげゲ ゲｷｪﾐWS ﾗaa ケ┌ｷデW ; ﾉﾗデ ﾗa ゲデヴ;デWｪｷWゲぐB┌デ I 
Iﾗ┌ﾉSﾐげデ ゲ;┞ IﾗﾐaｷSWﾐデﾉ┞ デｴ;デ デｴWヴWaﾗヴW デｴｷﾐｪゲ ;ヴW ｪWデデｷﾐｪ ｷﾏヮﾉWﾏWﾐデWSげく In site 4, it was 
argued that any achievements were generally process-based, e.g. signing off on strategies, 
better communication (see vignette below):  
けAゲ ; CCGが デｴWヴW ;ヴW ゲﾗﾏW デｴｷﾐｪゲ デｴ;デ ┘W ｴ;┗W デﾗ ｴ;┗W ;ヮヮヴﾗ┗WS H┞ デｴW ｴW;ﾉデｴ ;ﾐS 
┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ;ﾐS ┘WろS ;ﾉﾉ ｪﾗ け┘ｴWヴW デｴW ｴWIﾆ ;ヴW ┘W ｪﾗｷﾐｪ デﾗ ｪWデ デｴ;デ ;ヮヮヴﾗ┗WS 
from if it's not appro┗WS デｴWヴWいげ Yﾗ┌ ﾆﾐﾗ┘が デｴW ;ｪヴWWﾏWﾐデゲ ;ヴﾗ┌ﾐS ゲﾗﾏW ﾗa デｴW 
Section 28 funding happens via the health and wellbeing board, but we agreed that 
before the health and wellbeing boards were there に Section 28 funding has been 
there longer than that. So it's like well, yeah, it gets done there. There's some 
a┌ﾐIデｷﾗﾐ;ﾉ ゲデ┌aaが H┌デ ｷデ Iﾗ┌ﾉS ｪWデ SﾗﾐW ゲﾗﾏW┘ｴWヴW WﾉゲWげ (Chair, CCG, site 4). 
 
A vignette of the HWB helping to raise the profile of issues に site 4 
It was discussed by two participants in site 4 how the HWB had helped to raise the profile of 
issues and place them on the policy agenda and although not an outcome per se, this was 
felt to be a valuable function of the board: 
けIデ ｴ;ゲ ヴ;ｷゲWS ; ゲｴ;ヴW ┌ﾐSWヴゲデ;ﾐSｷﾐｪ ;ﾐS ヮヴﾗaｷﾉW ﾗa ゲﾗﾏW ﾆW┞ ｪヴﾗ┌ヮゲく TｴW ┘ﾗヴﾆ ┘Wげ┗W SﾗﾐW 
about children for example has now lead into some further exploration of adverse 
childhood experiences and how those could be countered. It has overseen some difficult 
work to put that into place so the nought to commissioning of the CAMHS service is I think a 
real achievementげ ふDｷヴWIデﾗヴ ﾗa “ﾗIｷ;ﾉ C;ヴWが ゲｷデW ヴぶく 
けI デｴｷﾐﾆ ｷデ ｴ;ゲﾐげデ ｴｷﾐSWヴWSが [the HWB] I think it has helped. I mean the fact that you know, I 
think the fact that vulnerable adults and children were prioritised by the health and 
wellbeing board coulS ﾗﾐﾉ┞ ｴWﾉヮ Iﾗ┌ﾉSﾐげデ ｷデく Aゲ ┞ﾗ┌ ﾆﾐﾗ┘ ┘W ヴWIWｷ┗WS デｴW ;ﾐﾐ┌;ﾉ ヴWヮﾗヴデゲく Iデげゲ 




Iｴ;ｷヴ ﾗaぐデｴW ;S┌ﾉデ ゲ;aWｪ┌;ヴSｷﾐｪ Hﾗ;ヴSぐH┌デ I ｴﾗヮW ぷデｴW┞へ ┘ﾗ┌ﾉSげ┗W ゲ;ｷS デｴ;デ ぷデｴW┞へ felt 
supported by the health and wellbeing board, [they] knew that we were behind [them] and 
ｷデ ┘;ゲ ; ﾆW┞ ヮヴｷﾗヴｷデ┞ aﾗヴ デｴW Iｷデ┞く B┌デ ;ｪ;ｷﾐ ┘W Sﾗﾐげデ ｴ;┗W ; H┌SｪWデが ┘W I;ﾐげデ SｷヴWIデ ﾏﾗヴW 
resourcW デﾗ┘;ヴSゲ ;S┌ﾉデ ゲ;aWｪ┌;ヴSｷﾐｪ ゲﾗぐげ ふCｴ;ｷヴが CCGが ゲｷデW ヴぶ. 
 
Health, wellbeing and inequalities outcomes 
In site 3, the setting up of the community provider, with the provider operating a triage 
system thereby diverting patients from A&E, coupled with an acute care at home team were 
cited as outcomes. A public health programme with an emphasis on prevention in terms of 
an early help gateway for children and young people に Sｷ┗Wヴデｷﾐｪ IｴｷﾉSヴWﾐ aヴﾗﾏ IｴｷﾉSヴWﾐげゲ 
social care and preventing them entering the system に was also cited. One example given 
was the けｷﾐデWｪヴ;デWS I;ヴW ヮﾗﾗﾉげ ┘ｴｷIｴ ┘;ゲ ﾏﾗHｷﾉｷゲWS ┘ｴWﾐ the local hospital was put on 
けHﾉ;Iﾆ ;ﾉWヴデげく TｴW ゲｷデ┌;デｷﾗﾐ ┘;ゲ ヴWゲﾗﾉ┗WS ｷﾐ ﾉWゲゲ デｴ;ﾐ ヲヴ ｴﾗ┌ヴゲ HWI;┌ゲW ﾗa デｴW ヮﾗﾗﾉ ┘ｴｷIｴ 
enabled social workers to be sent in to assist with quicker discharge. That was a process and 
system that was set up and worked when needed, but it also reflected the motivation and a 
positive willingness to help solve a problem and to work together in partnership which 
characterised much of site 3.  
In terms of successes in furthering the public health agenda, some were reported in our 
follow-up interviews in site 1 in raising the profile of public health and outcomes identified 
previously around specific initiatives delivered through subgroups (though the extent to 
which this was all a product of the board rather than the ambition and proactivity of the 
new DPH is less clear). However, it should be borne in mind that there appeared to be a 
willingness to engage the DPH and the public health agenda where the previous DPH was 
not influential on the HWB or part of the sub-groups and left the authority primarily 
because of the lack of influence the public health agenda had. The DPH discussed the 
importance of public health in terms of health and wellbeing:  
けTｴW ﾗデｴWヴ Iｴ;ﾐｪW ;ヴW; デｴ;デ I デｴｷﾐﾆ ｴ;ゲ seen a major improvement is around the 
whole issue of public health and awareness of what public health offers to the health 
;ﾐS ┘WﾉﾉHWｷﾐｪく “ﾗ デｴWヴWげゲ ;ﾉﾉ ゲﾗヴデゲ ﾗa ｷﾐｷデｷ;デｷ┗Wゲ ｪﾗｷﾐｪ ﾗaa ┘ｷデｴ ヴWｪ;ヴS デﾗ ヮ┌HﾉｷI ｴW;ﾉデｴが 
and perhaps the biggest one that is closest to my heart is the whole question of 
housing and health, and the way in which we should be directly influencing housing 
strategies across the county and growing awareness of the negative impact that 
housing has or can have on the overall health of the ヮﾗヮ┌ﾉ;デｷﾗﾐげ. 
It was believed in site 2 that there was not enough emphasis on public health, social 
determinants and the preventative agenda and too much focus on the integration of social 




It was recognised in site 4 that the board was a good arena for stimulating conversations 
with different partners around the wider determinants of health, but less successful in 
engaging with health service partners as this DPH explains: 
けI デhink actually, so getting housing and the police involved, we have had a different 
conversation. And I think we are, or the health and wellbeing board is now beginning 
to wield its power in different wayゲく WWげヴW ;ﾉゲﾗ ｪWデデｷﾐｪ デｴWぐES┌I;デｷﾗﾐ P;ヴデﾐWヴゲｴｷヮが 
┘WげヴW ｪWデデｷﾐｪ デｴWﾏ ｷﾐ┗ﾗﾉ┗WSが ;ﾐS ;ｪ;ｷﾐ デｴ;デげゲ Iｴ;ﾐｪｷﾐｪ ; S┞ﾐ;ﾏｷI ;ﾐS ｴ;┗ｷﾐｪ 
conversations in a different area. So actually if I was to say about the health and 
┘WﾉﾉHWｷﾐｪ Hﾗ;ヴSが ｷデげゲ ;Hﾗ┌デ SﾗWゲ ｷデ ゲデｷﾏ┌ﾉ;デW Iﾗﾐ┗Wヴゲ;デｷﾗﾐゲ WﾉゲW┘ｴWヴWい Yﾗ┌ ﾆﾐﾗ┘が ｷa 
you look at the wider determinants, is it stimulating conversations in the police 
┘ﾗヴﾉSが ｷﾐ デｴW WS┌I;デｷﾗﾐ ┘ﾗヴﾉSが ﾗヴ ┘ｴ;デW┗Wヴい I デｴｷﾐﾆ ｷデげゲ ゲデ;ヴデｷﾐｪ デﾗく Iﾐ a;Iデが Hｷ┣;ヴヴWﾉ┞ 
デｴW ﾗﾐW ;ヴW; ｷデげゲ ﾐﾗデ ｷゲ デｴW ｴW;ﾉデｴ I;ヴW ゲ┞ゲデWﾏげ. 
However, as noted there was no noticeable impact on outcomes, particularly in relation to 
health improvement and wider determinants. There was little mention of inequalities or 
mental health but, as discussed, an emphasis on sharing information rather than on action. 
けI デｴｷﾐﾆ デｴWヴWげゲ ヮヴﾗIWゲゲ ゲデ┌aa デｴ;デげゲ ｪood, but in terms of outcomes, you know, if I look 
at our public health outcome frame┘ﾗヴﾆが ｷa I ﾉﾗﾗﾆ ;デ デｴWぐCCG aヴ;ﾏW┘ﾗヴﾆが Iげﾏ ﾐﾗデ 
IWヴデ;ｷﾐ ┘Wげ┗W ﾏ;SW Hｷｪ ゲデヴｷSWゲげ (DPH, site 4). 
けI ゲ┌ヮヮﾗゲW デｴW ﾗデｴWヴ デｴｷﾐｪ ｷゲ ;ﾐ┞デｴｷﾐｪ デﾗ Sﾗ ┘ｷデｴ ｴW;ﾉデｴ ｷﾐWケ┌;ﾉｷデ┞ ┘ｴｷIｴ デWﾐSs to be 
ﾏWﾐデｷﾗﾐWSく “ﾗ ┘Wげ┗W ｴ;S ゲW┗Wヴ;ﾉ ヮヴWゲWﾐデ;デｷﾗﾐゲ ;Hﾗ┌デ デｴW SｷaaWヴWﾐIW ｷﾐ ﾉｷaW 
W┝ヮWIデ;ﾐI┞ HWデ┘WWﾐ ヮWﾗヮﾉW ｷﾐ デｴW a;ヴ ゲﾗ┌デｴ ﾗa デｴW Iｷデ┞ ;ﾐS デｴW a;ヴ ﾐﾗヴデｴく B┌デ デｴWヴWげゲ 
ﾐW┗Wヴ ;ﾐ┞ ヮﾉ;ﾐ aﾗヴ デ;Iﾆﾉｷﾐｪ デｴ;デ ｷﾐ ;ﾐ┞ ┘;┞げ (HWB, VCF representative, site 4). 
In the baseline interviews in site 4, childhood obesity was seen as one area where progress 
was arguably being made but this was driven largely by one of the CCG clinical leads. 
However, it was likely that the council would be reducing services around childhood obesity, 
which was not an encouraging sign. Obesity was also viewed by one participant as a national 
issue に they Iﾗ┌ﾉS ﾗﾐﾉ┞ けデｷﾐﾆWヴ ヴﾗ┌ﾐS デｴW WSｪWゲげ locally. However, there was some discussion 
on making some headway with looked-after children and obesity. 
けWWﾉﾉが デｴWヴW ┘;ゲ ﾉﾗﾗﾆWS-;aデWヴ IｴｷﾉSヴWﾐく I デｴｷﾐﾆ ┘Wげ┗W ﾏ;SW デｴW HｷｪｪWゲデ ｷﾏヮ;Iデ ﾗﾐ 
children. I think, and I fall into this trap, you know, obesity has developed over 30 
┞W;ヴゲが ┞ﾗ┌げヴW ﾐﾗデ ｪﾗｷﾐｪ デﾗ ゲWW ; Iｴ;ﾐｪW ｷﾐ デｴヴWW ┞W;ヴゲく AﾐS I デｴｷﾐﾆ ┘W ┘WヴW ゲﾉｷｪｴデﾉ┞ 
mad デﾗ ヮ┌デ デｴ;デ ｷﾐ ｷﾐ ヴWデヴﾗゲヮWIデが ;ﾐS ｷデげゲ ﾗﾐW デｴｷﾐｪ Iげ┗W ﾉW;ヴﾐWSく I デｴｷﾐﾆ ｴﾗﾏWﾉWゲゲが ┘W 
ゲｴﾗ┌ﾉS ヮ┌デ ｷﾐ ;ﾐS ┘W ｴ;┗Wﾐげデ SWﾉｷ┗WヴWSく TｴW ﾗデｴWヴ ｷゲゲ┌Wゲ ;ヴﾗ┌ﾐS ┗┌ﾉﾐWヴ;HﾉW ヮWﾗヮﾉWが 
┘Wげ┗W ﾐﾗデ SWﾉｷ┗WヴWSが ;ﾐS aｷﾐ;ﾐIｷ;ﾉ ゲデ;Hｷﾉｷデ┞ IﾉW;ヴﾉ┞ ﾐﾗデ SWﾉｷ┗WヴWSげ (DPH, site 4). 
けI ケ┌ｷデW ﾉｷﾆW ┘ｴ;デ ┘Wげ┗W SﾗﾐW ;ヴﾗ┌ﾐS ﾗHWゲｷデ┞く Yﾗ┌ ﾆﾐﾗ┘が Iげﾏ ﾐﾗデ ゲ;┞ｷﾐｪ ┘WげヴW デｴWヴW 
┞Wデが H┌デ I Sﾗ デｴｷﾐﾆ ┘Wげ┗W ﾏ;SW ; ヴW;ﾉﾉ┞ ｪﾗﾗS ゲデ;ヴデく ぷぐへI aWWﾉ デｴ;デ ┘WげヴW ｪﾗｷﾐｪ デﾗ ｪWデ 




look at itく TｴWヴWげゲ ゲﾗﾏW ヴW;ﾉﾉ┞ ｪﾗﾗS ┘ﾗヴﾆ ｪﾗｷﾐｪ ﾗﾐぐto really make that make the 
SｷaaWヴWﾐIWが ;ﾐS ;ｪ;ｷﾐ デｴ;デげゲ ;ヴﾗ┌ﾐS デｴW ヮヴW┗Wﾐデｷﾗﾐ ヮｷWIWく Aﾉゲﾗが ┘ﾗヴﾆｷﾐｪ ┘ｷデｴ ; 
number of our schools in the city to look at how we can increase activity with young 
ヮWﾗヮﾉWが ゲﾗ ┘Wげ┗W ﾏ;ﾐ;ｪed to get a large number of our schools now doing that mile 
; S;┞ ┘;ﾉﾆ aﾗヴ ┞ﾗ┌ﾐｪ ヮWﾗヮﾉWく I Sﾗ デｴｷﾐﾆ ┘Wげ┗W ｴ;S ゲﾗﾏW ゲ┌IIWゲゲが HWI;┌ゲW デｴW Hﾗ;ヴS 
ｴ;ゲ Wﾏヮﾗ┘WヴWS ﾗデｴWヴゲ デﾗ Sﾗ デｴｷﾐｪゲげ (Chair HWB, site 4). 
In regard to the JHWS in site 5, a Deputy DPH observed that they genuinely felt that the 
strategy was a key part of the adult health and social care integration organisation delivery 
programme. There were some quite strict governance arrangements which were outcome 
focused and reliant on a whole range of partners having action plans to take forward some 
of those key elements of the JHWS. This was also true with the children and young people 
health and social care integration organisation which was the multi-agency approach to 
improving outcomes for children and young people.  
けWWげ┗W ﾃ┌ゲデ ｪﾗデ デﾗ HW I;ヴWa┌ﾉ デｴ;デ デｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ ゲデヴ;デWｪ┞ SﾗWゲﾐげデが ｷデげゲ 
consistent with and reflects the ambitions within those two organising environments 
ヴW;ﾉﾉ┞く “ﾗ デｴ;デげゲ デｴW ﾆW┞ デｴｷﾐｪ に HWI;┌ゲW ｷa ｷデげゲ ゲデヴｷIデﾉ┞ ｷﾐ ｷゲﾗﾉ;デｷﾗﾐが デｴWﾐ ｷデ ┘ﾗﾐげデ HW 
WﾏHWSSWS ｷﾐ デｴW ｷﾐSｷ┗ｷS┌;ﾉ ﾗヴｪ;ﾐｷゲ;デｷﾗﾐゲ ヮヴｷﾗヴｷデ┞ ヮヴﾗｪヴ;ﾏﾏWゲげ (Deputy DPH, site 5).  
However, this could arguably, and not unreasonably, be interpreted as the strategy being 
retro-fitted to existing work and not part of an integral outcome based delivery partnership 
driven by the HWB. 
The HWB Chair in the follow-up interview in site 5 discussed the difficulties of having an 
impact on the wider determinants of health when asked how confident they were that 
there would be successful outcomes from the JHWS:  
けVWヴ┞ ｷﾐ ゲﾗﾏW I;ゲWゲ ;ﾐS ﾐﾗデ ゲ┌ヴW ｷﾐ ﾗデｴWヴゲが ゲﾗ ﾗﾐW ﾗa デｴW HｷｪｪWゲデ ヮヴﾗHﾉWﾏゲ ┘Wろ┗W ｪﾗデ 
and I'm sure it's true elsewhere, I mean we're one of the most polarised boroughs in 
デｴW Iﾗ┌ﾐデヴ┞ HWデ┘WWﾐ ;aaﾉ┌Wﾐデ ;ﾐS SWヮヴｷ┗;デｷﾗﾐく AﾐS デｴ;デろゲ ヴWaﾉWIデWS ｷﾐぐﾐﾗデ just life 
W┝ヮWIデ;ﾐI┞ H┌デ ｷﾉﾉ ｴW;ﾉデｴ ﾗﾐゲWデぐ“ﾗ ;ゲ I ┌ﾐSWヴゲデ;ﾐS ｷデ ┘ｴ;デ ｴ;ヮヮWﾐWS ﾉ;ゲデ デｷﾏW ┘ｴWﾐ 
we did some work to try and sort this out was we upped the level for those in more 
deprived areas, but they upped even further in others, so the gap actually got worse, 
and I think that's an unintended consequence, but you can't say no I don't want that 
to happen. So we're still trying to work out how we can address some of the health 
inequalities in our more deprived areas. And if we can crack that we're well away. 
AﾐS デｴ;デろゲ ﾐﾗデ W;ゲ┞ぐ “ﾗ ｴﾗ┘ ┘W SW;ﾉ ┘ｷデｴ デｴ;デ ;ﾐS ｴﾗ┘ ┘W ｪWデ デｴW ﾗ┌デIﾗﾏWゲ aヴﾗﾏ 
デｴ;デ ｷゲ ; ｴ;ヴS ﾗﾐWげ. 
 
Performance management of outcomes 
It was also suggested across our case study sites, and by our national interviewees, that 




management. In site 2, in the initial interviews, it was viewed that there was not a step by 
step approach for monitoring and achieving outcomes. More measurable outcomes were 
needed on the way to achieving long term outcomes to measure and chart progress at 
interim stages.  
けTｴ;デげゲ ;ﾐﾗデｴWヴ デｴｷﾐｪ ┘ｴｷIｴ ┞ﾗ┌げﾉﾉ ｴ;┗W ヴW;S ｷﾐ デｴW ヮWWヴ ヴW┗ｷW┘ デｴ;デ ┘WげヴW ﾐﾗデ ヴW;ﾉﾉ┞ - 
┘Wげ┗W ｪﾗデ ; ┗Wヴ┞ IﾉW;ヴ ゲデヴ;デWｪ┞ ;ﾐS ｷa ┞ﾗ┌ ﾉｷﾆW ｷデげゲ aﾗI┌ssed on Marmot and trying to 
prioritise those who are least able to help themselves.  So people sign up to the kind 
of broad values and principles, and so we have got a strategy and a plan, but actually 
the outcomes arWﾐげデ really terribly clear.  And some of our outcomes are much much 
longer term. “ﾗ ┘W ｴ;┗Wﾐげデ ｪﾗデ - what would you call them - ゲデWヮゲ ﾗﾐ デｴW ┘;┞ぐSo I 
think what the peWヴ ヴW┗ｷW┘ ┘;ゲ デヴ┞ｷﾐｪ デﾗ ゲ;┞ ┘;ゲぐyou also need to have more 
measureable outcomes that you can achieve on the way to getting therWげ (Vice Chair 
HWB, site 2).   
It was argued in site 2 in the initial interviews that it was unsure where the board was 
making progress, and performance management mechanisms were required. A CCG Clinical 
Lead discussed the prospect of delivering outcomes in a somewhat sardonic manner:  
けぐｷﾐ ゲｷ┝ ﾏﾗﾐデｴゲ ﾗヴ ; ┞W;ヴ ┞ﾗ┌ I;ﾐ IﾗﾏW H;Iﾆ ;ﾐS Iろﾉﾉ ゲ;┞ ┘W ;ヴW ﾗﾐ デｴW I┌ゲヮ ﾗa Sﾗｷﾐｪ 
some really, really great things, because we have always been on the cusp of doing 
really, really great things. And it's true. It's absolutely true. In our mental health 
agenda we are doing some fantastic stuff, none of which has yet arrived, but it's all 
going to arrive on one glorious day. And then everybody will say oh, that's what it 
was all about? Thank goodness! You've saved us. That is definitely what's going to 
ｴ;ヮヮWﾐげ.   
A Councillor was also somewhat sceptical over the monitoring of outcomes:  
け“ﾗ I デｴｷﾐﾆ デｴ;デ ｷゲ IﾉW;ヴWヴが ;ﾉデｴﾗ┌ｪｴ Iげﾏ ﾐﾗデ デﾗデ;ﾉﾉ┞ Iﾗﾐ┗ｷﾐIWS デｴ;デ W┗Wヴ┞HﾗS┞ ;ヴﾗ┌ﾐd 
デｴW デ;HﾉW ┌ﾐSWヴゲデ;ﾐSゲ デｴ;デげゲ ┘ｴ;デ ┘WげヴW Sﾗｷﾐｪが H┌デ I デｴｷﾐﾆ デｴ;デげゲ ヮ;ヴデ ﾗa ｷデげ.  
The DPH was asked about monitoring of outcomes in our follow-up interviews and 
questioned whether they were only measuring indicators that could be measured, not what 
should be measured:  
けI ﾏW;ﾐ デｴW ;ﾐゲ┘Wヴ ｷゲ ┞Wゲ ┘WげヴW デヴ┞ｷﾐｪく B┌デ I デｴｷﾐﾆ ﾗﾐW ﾗa デｴW デｴｷﾐｪゲ デｴ;デげゲ IﾉW;ヴ ｷゲ デｴ;デ 
when youが デｴｷゲ ;ヮヮﾉｷWゲ デﾗ デｴW Hﾗ;ヴSぐand aﾉゲﾗぐI ｪ┌Wゲゲ ﾗ┗Wヴﾉ;ヮゲ ; Hｷデ ┘ｷデｴ 
HﾗデｴぐデｴWぐJ“NA ;ﾐS デｴW ヮ┌HﾉｷI ｴW;ﾉデｴ ﾗ┌デIﾗﾏWゲ aヴ;ﾏW┘ﾗヴﾆく AﾐS ;Iヴﾗゲゲ デｴ;デ ヴ;ﾐｪW I 
デｴｷﾐﾆ ; Hｷｪ ヮヴﾗHﾉWﾏ ｷゲ ゲデ;ヴデｷﾐｪ ┘ｷデｴ デｴW ヮ┌HﾉｷI ｴW;ﾉデｴ ﾗ┌デIﾗﾏWゲ aヴ;ﾏW┘ﾗヴﾆ デｴWヴWげゲ ;ﾐ 
established and clear set of indicators. They are really what can be measured rather 




The DPH when asked if there was any defined system of performance management so the 
board could see what was being achieved responded that: 
けWWげヴW ｷﾐ デｴW ヮヴﾗIWゲゲ ﾗa SW┗Wﾉﾗヮｷﾐｪ ｷデ ｷﾐ ゲﾗ a;ヴ ;ゲ ┘WげヴW ﾉﾗﾗﾆｷﾐｪ デﾗ ｴ;┗W IﾉW;ヴ ;Iデｷﾗﾐ 
points from each of the discussions, and that on our yearly cycle that we come back 
デﾗ デｴﾗゲW デﾗ ﾉﾗﾗﾆ ;デ ｴﾗ┘ ┘Wげ┗W ヮヴﾗｪヴWゲゲWSが ゲﾗ ┞Wゲく WWげヴW ﾐﾗデ Sﾗｷﾐｪ ｷデ ｷﾐ ﾗﾐW ヮ;Iﾆ;ｪW 
デｴﾗ┌ｪｴき ┘WげヴW Sﾗｷﾐｪ ｷデ H┞ ゲデ;ｪWゲげ. 
A councillor observed:  
けぐH┌デ ┘W ;ｪヴWWS ;ゲ ; Hﾗ;ヴS デｴ;デ ┘W ┘;ﾐデWS ﾏﾗヴW ｷﾐaﾗヴﾏ;デｷﾗﾐく WW ┘;ﾐデWSが ゲﾗ デｴ;デ 
when yo┌ ゲ;ｷS デﾗ ﾏW ┘ｴ;デ SｷaaWヴWﾐIW ;ヴW ┞ﾗ┌ ﾏ;ﾆｷﾐｪが I I;ﾐげデ ;Iデ┌;ﾉﾉ┞ ゲ;┞ ﾗｴ ┘Wﾉﾉ 
┘Wげ┗W SﾗﾐW デｴｷゲ ;ﾐS ┘Wげ┗W ;IｴｷW┗WS デｴ;デ ;ﾐS ┘Wげ┗W SﾗﾐW デｴW ﾗデｴWヴが ┞ﾗ┌ ﾆﾐﾗ┘が ;ﾐS I 
Sﾗﾐげデ デｴｷﾐﾆ ┘WげヴW デｴWヴW ┞Wデげ. 
It was further noted that there were long gaps between meetings and a Healthwatch 
participant was not clear who was accountable for what elements of outcomes or if there 
was an action plan for implementation. However, in our follow-up interviews in site 3, they 
did note that there were plans in regard to the monitoring of the strategy:  
けぐH┌デ I デｴｷﾐﾆ デｴ;デげゲ ┘ｴ;デ ┘WげヴW ヮﾉ;ﾐﾐｷﾐｪ デﾗ HW Sﾗｷﾐｪ ;ゲ ヮ;ヴデ ﾗa デｴW Hﾗ;ヴSく Iゲ ┘ｴWﾐ 
┘WげヴW ﾉﾗﾗﾆｷﾐｪ ;デ ; IWヴデ;ｷﾐ ;ヴW; ぷﾗa デｴW ゲデヴ;デWｪ┞へ ;ﾐS ゲデ;ヴデｷﾐｪ デﾗ ゲ;┞ ﾗﾆ;┞ ゲﾗ ┘ｴ;デ 
;Iデｷﾗﾐゲ ﾐWWS デﾗ HW デ;ﾆWﾐが ┘ｴ;デ ;ヴW ┘W Sﾗｷﾐｪ ;ﾉヴW;S┞ぐ┘ｴWﾐ ┘ﾗ┌ﾉS ┘W W┝ヮWIデ デﾗ He 
;HﾉW デﾗ W┗;ﾉ┌;デW デｴWﾏ ;ﾐS デｴ;デ デ┞ヮW ﾗa デｴｷﾐｪげ 
For those being interviewed, in site 3, success was couched in the formal structures and 
procedures they had developed に integrated commissioning and the public health initiative 
for example. It was about the processes being developed, with recognition that a lot of 
public health initiatives required taking a long view, not expecting short term results. 
Therefore, many of the hoped for positive outcomes were about future potential. 
Consequently, there were no specific examples of けデｴｷゲ ｷゲ ┘ｴ;デ デｴW HWB ;IｴｷW┗WSげ.  At the 
same time, the issue of outcomes and their achievement was not necessarily looked at in 
that way. Rather, the HWB was seen more as a facilitator for other organisations to achieve 
results. 
In site 4, there was a distinct lack of performance monitoring or accountability for 
outcomes. A Service Director described their JHWS (which had been distilled to a single side 
ﾗa Aヴが ヴWaWヴヴWS デﾗ ;ゲ けデｴW plan on a pageげぶ ;ゲ aﾗﾉﾉﾗ┘ゲ:  
けTｴW ﾉWaデ ｴ;ﾐS ゲｷSW ｷゲ デｴW ｴｷｪｴ ﾉW┗Wﾉ ﾗ┌デIﾗﾏWゲが ┘ｴ;デ ┘WげヴW デヴ┞ｷﾐｪ デﾗ ;IｴｷW┗Wく NｷIW ;ﾐS 
clear on that. The right hand side was well what are the specific measures, targets 
;ﾐS ┘ｴﾗげゲ ;IIﾗ┌ﾐデ;HﾉW aﾗヴ デｴWﾏ - ┘W ┘WヴWﾐげデ ゲﾗ ｪﾗﾗS ;デ デｴ;デげ. 
In our follow-up interviews in site 4, again the lack of monitoring was an issue in measuring 




achievements within the board. As noted by this participant, the use of outcomes 
frameworks by public health lacked timely data: 
けWell at a population level we use the outcomes framework. I mean locally we try 
and look at processes. But I think one of the problems is if you then focus on process 
it becomes process orientated. And we kind of almost, we almost feed the beast 
because evWヴ┞デｴｷﾐｪげゲ ;Hﾗ┌デ ヮヴﾗIWゲゲく I ﾏW;ﾐ ﾗﾐW ﾗa ﾗ┌ヴ ヮヴﾗHﾉWﾏゲ ｷゲ ┘W Sﾗﾐげデ ｴ;┗W 
デｷﾏWﾉ┞ ﾗ┌デIﾗﾏW S;デ;が HWI;┌ゲW ﾏﾗゲデ ﾗa ﾗ┌ヴ S;デ; ｷゲ ;デ ﾉW;ゲデ ; ┞W;ヴ ﾗﾉSげ (DPH, site 4). 
In site 5, when asked about monitoring of outcomes, the Healthwatch interviewee argued: けI 
Sﾗﾐげデ デｴｷﾐﾆ デｴW aﾗ┌ﾐS;デｷﾗﾐゲ ;ヴW ゲ┌aaｷIｷWﾐデﾉ┞ ゲﾗﾉｷSく I デｴｷﾐﾆ ┘W ﾐWWS デﾗ Sﾗ ﾏﾗヴW ┘ﾗヴﾆ ﾗﾐ デｴ;デげ. 
The chair of the HWB also reported that there needed to be more stringent monitoring with 
regular progress updates. 
A public health participant argued that the board had a lack of challenge when monitoring 
outcomes:  
けぐデｴW ﾆW┞ ;ヴW; デｴWﾐ ｷゲ デｴW Hﾗ;ヴS WﾐSﾗヴゲｷﾐｪ デｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ ゲデヴ;デWｪ┞ 
alongside the business plans for [the two health and social care integration 
oヴｪ;ﾐｷゲ;デｷﾗﾐゲへぐ[We] usually have quarterly performance updates in terms of the 
ヮヴﾗｪヴWゲゲ デｴ;デげゲ HWWﾐ ﾏ;SWく I デｴｷﾐﾆ ｷa ┞ﾗ┌ ゲWW Hﾗ;ヴSゲ ;ゲ ﾃ┌ゲデ ; ﾏﾗﾐｷデﾗヴｷﾐｪ ;ﾐS ﾆWWヮｷﾐｪ 
an eye on things, then you lose the energy and the power and the creativity of the 
board. The board is supposed to be constantly challenging us ;ﾐS ゲ;┞ｷﾐｪ ┘ｴ┞ ｴ;┗Wﾐげデ 
┘W ﾏ;SW ヮヴﾗｪヴWゲゲ ﾗﾐ デｴｷゲ ﾗヴ ;ヴW;ゲ ﾗa ﾆｷﾐS ﾗa ﾉｷﾆW ｴW;ﾉデｴ ;ﾐS Wケ┌;ﾉｷデｷWゲ ;ヴWﾐげデ 
ｷﾏヮヴﾗ┗ｷﾐｪ ｴWヴW ;ﾐS ｴWヴWが IﾗﾉﾉWIデｷ┗Wﾉ┞ ┘ｴ;デ I;ﾐ ┘W Sﾗいげ . 
A councillor commented that: けI aWWﾉ ﾏ┞ ヴﾗﾉW ;ﾐS デｴW ヴﾗﾉW ﾗa デｴW WﾉWIデWS ﾏWﾏHWヴゲ ｷゲ ﾏﾗヴW ﾗa 
an ad┗ｷゲﾗヴ┞ ヴﾗﾉWげ. 
A public health participant argued of the board that:   
けぐｷﾐ デｴW ﾏ;ｷﾐ ｷデ aWﾉデ ; Hｷデ ﾉｷﾆW ｷﾐaﾗヴﾏ;デｷﾗﾐ HWｷﾐｪ ゲｴ;ヴWS ;ﾐS ヴ┌HHWヴゲデ;ﾏヮｷﾐｪく AﾐS 
デｴWヴW SｷSﾐげデ aWWﾉ Wﾐﾗ┌ｪｴ IヴｷデｷI;ﾉ SｷゲI┌ゲゲｷﾗﾐ ;Hﾗ┌デ ゲﾗﾏW ﾗa デｴW ﾆW┞ ｷゲゲ┌Wゲ デｴ;デ ┘WヴW 
being presented in terms of lack of progress towards targets, widening of inequalities 
ｷﾐ IWヴデ;ｷﾐ ;ヴW;ゲげ.  
It was maintained that the board had to ensure that every organisation was working 
towards the right outcomes and measuring them and that there was a level of strategic 
influence, in terms of membership of the board, to make the best impact. 
The new Chair of the board in site 5 argued that:  
けWW ﾐWWS デﾗ ﾏ;ﾆW ゲ┌ヴW デｴ;デ ┘W SWﾉｷ┗Wヴ ﾗﾐ ┘ｴ;デ ┘WろヴW SWﾉｷ┗Wヴｷﾐｪく AﾐS ｷa ゲﾗﾏWHﾗS┞ろゲ 
having a difficulty, we need to understand the why and if it is because they can't do 




As this Healthwatch participant noted in our follow-up interviews in site 5:  
けI デｴｷﾐﾆ ┘Wげ┗W SWaｷﾐｷデWﾉ┞ ｪﾗデ デﾗ Sﾗ ﾏﾗヴW ┘ﾗヴﾆ ﾗﾐ ﾗ┌デIﾗﾏWゲく AﾐS I デｴｷﾐﾆ ｷﾐ デWヴﾏゲ ﾗa デｴW 
reports that come to ┌ゲが デｴW┞げ┗W ｪﾗデ デﾗ HW aﾗI┌ゲWS ﾗﾐ ﾗ┌デIﾗﾏWゲ ;ﾐS デｴW ┘;┞ aﾗヴ┘;ヴSく 
WｴWﾐ デｴｷﾐｪゲ ;ヴW ┘ﾗヴﾆｷﾐｪ ;ゲ デｴW┞ ゲｴﾗ┌ﾉS Sﾗが デｴW┞げ┗W ｪﾗデ デﾗ HW ｴﾗﾐWゲデ ;Hﾗ┌デ ｷデく Iデげゲ ｪﾗデ 
デﾗ HW デｴｷゲ ゲｴﾗ┌ﾉS ｴ;┗W ｴ;ヮヮWﾐWSく Iデ SｷSﾐげデ ｴ;ヮヮWﾐく Tｴｷゲ ｷゲ ┘ｴ┞ ｷデ SｷSﾐげデ ｴ;ヮヮWﾐく Tｴｷゲ ｷゲ 
┘ｴ;デ ┘WげヴW ｪﾗｷﾐｪ デﾗ Sﾗ ゲｴﾗヴデ デWヴﾏ デﾗ ヮ┌デ ｷデ ヴｷｪｴデ ;ﾐS デｴｷゲ ｷゲ ┘ｴ;デ ┘WげヴW ｪﾗｷﾐｪ デﾗ Sﾗ 
ﾉﾗﾐｪWヴ デWヴﾏ WｷデｴWヴ デﾗ ﾏ;ﾆW ゲ┌ヴW ｷデ SﾗWゲﾐげデ ｴ;ヮヮWﾐ ;ｪ;ｷﾐ ﾗヴ デﾗ ﾏ;ﾆW ゲ┌ヴW デｴW IﾗヴヴWIデ 
デｴｷﾐｪゲ ｴ;ヮヮWﾐく Tｴ;デげゲ ┘ｴ;デ I ┘;ﾐデく I Sﾗﾐげデ ┘;ﾐデ Αヰ- odd pages of motherhood and 
;ヮヮﾉW ヮｷWげ [referring to the JHWS]. 
One of the participants in our national follow-up interviews noted that boards had to take 
account of where they started from in terms of measuring outcomes. They equated it to 
measuring educational attainment:  
けぐｷデげゲ ;ﾉﾉ ヴWﾉ;デｷ┗W ｷゲﾐげデ ｷデい A Hｷデ ﾉｷﾆW ﾆｷSゲ WS┌I;デｷﾗﾐ ヴWゲ┌ﾉデゲが Sﾗﾐげデ ﾏW;ゲ┌ヴW ｷデ ｷﾐ ;Hゲﾗﾉ┌デW 
デWヴﾏゲが ┞ﾗ┌げ┗W ｪﾗデ デﾗ ﾏW;ゲ┌ヴW ｷデ ｷﾐ デWヴﾏゲ ﾗa ┘ｴWヴW SｷS ┘W ゲデ;ヴデ aヴﾗﾏげ (National 
Interviewee, 1).  
Another national interviewee observed that boards needed evidence of progress being 
made in regard to outcomes and needed to track some areas (not all) where progress would 
not have been made if the HWB did not exist.  
 
The lack of outcomes 
A major finding across our study sites was the absence of a clear or sustained focus on 
health and wellbeing outcomes as judged by our interviewees. Insufficient accountability, a 
lack of strategic direction, and insufficient attention devoted to monitoring were cited as 
key factors in explaining the weaknesses over outcomes.  
In our baseline interviews in site 1, there was very little discussion of outcomes. A hospital 
foundation trust interviewee discussed how the HWB could be in some respects retro-fitting 
outcomes to programmes that were already in place and the outcomes could have been 
achieved without the HWB: 
けYW;ｴが I デｴｷﾐﾆ デｴWヴWろゲ ;ﾐ WﾉWﾏWﾐデ ﾗa デｴ;デ [retro-fitting]. I think that what the boards 
have done is perhaps put a macro strategic layer over the top of what was going on. 
But yeah I think that is a danger. And I think that potentially is more of a danger as 
we align the outcomes of the health and wellbeing strategy to the STP. You know, 
┘WろヴW デｴWﾐ ヮｷﾉｷﾐｪ ; ┘ｴﾗﾉW ﾉﾗ;S ﾗa ヴWゲﾗ┌ヴIWゲ ｷﾐぐぷデｴW Cﾗ┌ﾐデ┞へ ;ﾐS Iろﾏ ゲ┌ヴW W┗Wヴ┞┘ｴWヴW 
else into making sure that over the next five years we deliver the STP に big whole new 
infrastructure. You know, that's going to deliver the STP. And therefore by default will 
deliver the health [and wellbeing outcomes]ぐH;┗ｷﾐｪ デ;ﾉﾆWS ;Hﾗ┌デ デヴ┞ｷﾐｪ デﾗ ﾏ;ﾆW ｷデ 




flipside of that is, I think that the outcomes will be achieved, will they be achieved 
because of the drive of the health and wellbeing board? Now I'm not sure that that's 
デｴW I;ゲWげ  
Not having significant impact on outcomes was an issue in site 2. Although there were good 
partnerships and a strategy in place, that these were not translating into outcomes was a 
common theme amongst interviewees.  
けI Sﾗﾐろデ デｴｷﾐﾆ ┘WろヴW ;デ デｴW ゲデ;ｪW ﾗa ゲWWｷﾐｪ ﾗ┌デIﾗﾏWゲき I デｴｷﾐﾆ ┘W I;ﾐ ゲWW ヮヴﾗｪヴWゲゲく I     
think there's definitely movWﾏWﾐデ ｷﾐ デｴW ヴｷｪｴデ SｷヴWIデｷﾗﾐげ (Councillor, site 2).  
けTｴW ヮヴﾗHﾉWﾏ ｷゲ ;ﾐS デｴW aヴ┌ゲデヴ;デｷﾗﾐ aﾗヴ デｴW ﾉ;ヴｪW ﾏWﾏHWヴゲｴｷヮ ﾗa デｴW Hﾗ;ヴS ｷゲぎ ;ﾐS ┞Wデ 
we haven't translated that into fantastically visible action, you know. Is it too much 
of a talking shop?  Or does it bang heads together? Or does it create momentum in 
terms of that direction of travel?  And I think collectively, I think, the membership 
┘ﾗ┌ﾉS ;ｪヴWW ｷデ ヮヴﾗH;Hﾉ┞ ｴ;ゲﾐろデ SﾗﾐW Wﾐﾗ┌ｪｴ ﾗa デｴ;デげ (Chair, CCG, site 2). 
けTｴWヴWげゲ ; Hｷデ ﾗa ヮヴWゲゲ┌ヴW aﾗヴ ┌ゲ デﾗ HW IﾉW;ヴ ;Hﾗ┌デ ┘ｴ;デ ﾗ┌デIﾗﾏWゲ ┘WげヴW ﾉﾗﾗﾆｷﾐｪ aﾗヴく 
O┌デヮ┌デゲ ;ﾐS ﾗ┌デIﾗﾏWゲぐぷTｴWへ LGA ヮWWヴ ヴW┗ｷW┘が ;ﾐS デｴ;デげゲ デｴヴW┘ ﾗ┌デ ; ﾉﾗデ ﾗa デｴW 
ｷゲゲ┌Wゲ ぐ;Hﾗ┌デ ; ﾉ;Iﾆ ﾗa IﾉW;ヴ ﾗHﾃWIデｷ┗Wゲが ; ﾉ;Iﾆ ﾗa IﾉW;ヴ ゲデヴ;デWｪ┞が ; ﾉ;Iﾆ ﾗa ｴﾗ┘ Sﾗ ┞ﾗ┌ 
demonstrate success, and none of those things are really there... B┌デぐｴﾗ┘ ;ヴW ┘W 
;Iデ┌;ﾉﾉ┞ デｷWS ｷﾐデﾗ SWﾉｷ┗Wヴｷﾐｪ ｷデ ﾗﾐ デｴW ｪヴﾗ┌ﾐSい AﾐS デｴ;デげゲ デｴW a┌ﾐS;ﾏWﾐデ;ﾉ ヮヴﾗHﾉWﾏが 
H┌デ ｷデげゲ ;Iヴﾗゲゲ デｴW Hﾗ;ヴSげ (Councillor, site 2). 
This Councillor in our follow-up interviews in site 2 was sceptical about there being any 
concrete examples of outcomes: 
けI デｴｷﾐﾆ ﾏ;ﾐ┞ ﾗa ┌ゲ ;ヴﾗ┌ﾐS デｴW デ;HﾉW ヮヴﾗH;Hﾉ┞ ┘ﾗ┌ﾉS ゲ;┞ ┘Wげ┗W ｪﾗデ HWデデWヴ 
relationships which is all good. And the conversations are more open. But what 
SｷaaWヴWﾐIW ;ヴW ┘W ﾏ;ﾆｷﾐｪい AﾐS I デｴｷﾐﾆ ┘WげS ヮヴﾗH;Hﾉ┞ ゲデヴ┌ｪｪﾉW デﾗ ｪｷ┗W W┝;ﾏヮﾉWゲげ. 
There were areas in site 3 where more progress on tangible outcomes was required and 
these centred on the overall strategic plan for the local authority area which incorporated 
the JHWS. It was felt that in terms of the strategy:  
けぐｷデろゲ ;ﾉﾉ ﾏﾗデherhood and apple pie.  You know, we want people to eat well, come on 
what we going to do about it?  Let's have a safe pavements/no drinking after 
midnight strategy. Let's have sugar tax in our supermarkets. We've got a low alcohol 
initiative, but has that really been landed well? So I think the purpose of the health 
;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ゲｴﾗ┌ﾉS デ;ﾆW デｴ;デ ゲデヴ;デWｪ┞ SﾗI┌ﾏWﾐデ ;ﾐS ﾏ;ﾆW ｷデ ヴW;ﾉげ (Chair, 
CCG).  けぐデｴW┞ろヴW ﾏﾗデｴWヴｴﾗﾗS ゲデ;デWﾏWﾐデゲく  TｴWヴWろゲ ﾐﾗ ﾏW;デ ﾗﾐ デｴ;デ ┞Wデく  TｴW ﾐW┝デ 
stage is a critical one, is how Sﾗ ┘W ;Iデ┌;ﾉﾉ┞ Sﾗ ｷデいげ (Healthwatch Chair).  





In the follow-up interviews in site 3, there were health and wellbeing centres and this CCG 
chair discussed the lack of monitoring and ownership by the HWB of the initiative: 
けWｴ;デ ┘Wげ┗W ゲWWﾐ ｷゲ ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ IWﾐデヴWゲが a;ﾐデ;ゲデｷI ｷﾐｷデｷ;デｷ┗Wが ヮ┌デデｷﾐｪ ヮWﾗヮﾉW 
forward. Wｴ;デ ┞ﾗ┌ ┘;ﾐデ デﾗ Sﾗ ｷゲ ｪﾗ ;ﾐS SWﾉｷ┗Wヴ ｷデく B┌デ ｷデげゲ ﾐﾗデ ;ﾐ ｷﾐｷデｷ;デｷ┗W ┘ｴｷIｴ デｴW 
ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ｴ;┗W ｴ;S ﾗ┘ﾐWヴゲｴｷヮ ﾗaく Iデげゲ ﾐﾗデ ;ﾐ ｷﾐｷデｷ;デｷ┗W ┘ｴｷIｴ デｴW 
ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ｴ;┗W ﾏﾗﾐｷデﾗヴWS ;ﾐS Wﾐゲ┌ヴWS ｷﾏヮﾉWﾏWﾐデ;デｷﾗﾐく Iデげゲ HWWﾐ ; 
case of yeah I デｴｷﾐﾆ デｴ;デげゲ ; ｪヴW;デ ｷSW;が ｪﾗ ;ﾐS Sﾗ ｷデく “ﾗ I ┘ﾗ┌ﾉS HW ┗Wヴ┞ ゲデ┌Iﾆ デﾗ ｪｷ┗W 
you a single initiative that the health and wellbeing board has developed and then 
SWﾉｷ┗WヴWSげ. 
In site 4, interviewees were clear that the board had thus far not had any significant impact 
on outcomes and two main reasons were cited for this state of affairs: the lack of 
accountability across the system for delivery of outcomes (at organisational, board member 
and officer level), and, allied to this, a lack of monitoring in place to measure progress on 
targets and goals coupled with a deficit of strategic focus to ensure outcomes. A disconnect 
between strategic level goals ;ﾐS デｴW ヴW;ﾉｷデ┞ けﾗﾐ デｴW ｪヴﾗ┌ﾐSげ ┘;ゲ ;ﾉゲﾗ ; IﾗﾐIWヴﾐく 
けI I;ﾐげデ ゲ;┞ デｴ;デ デｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ｴ;ゲ ﾏ;SW ;ﾐ┞ ﾐﾗデｷIW;HﾉW ｷﾏヮ;IデぐIa ｷデ 
had made an impact it should be really shouting about that and doing press releases 
H┌デ ｷデ IWヴデ;ｷﾐﾉ┞ ｴ;ゲﾐげデ SﾗﾐW デｴ;デ ;ゲ a;ヴ ;ゲ Iげﾏ ;┘;ヴWげ (HWB VCF representative). 
けぐSﾗ I ﾆﾐﾗ┘ ;ﾐ┞ SWIｷゲｷﾗﾐ ﾗヴ ;ﾐ┞ ﾗ┌デIﾗﾏW デｴ;デ デｴW ｴW;ﾉデｴ ;ﾐS ┘Wﾉﾉbeing board have 
been focused on in the last 12 months and the answer was no. I could not think of 
anything... I couldn't think of a single thing that they made a difference on, which is 
ヮヴWデデ┞ ゲ;S ヴW;ﾉﾉ┞げ (Chief Executive, NHS Trust). 
In site 5 in our baseline interviews, two themes predominated in the discussions on 
outcomes: 
 Discussions were in terms of aspirations or the board does not achieve any 
outcomes; no specific outcomes were cited.  
 There were real concerns about the ability to deliver the targets in the Better Care 
Fund plan; the board had the responsibility for producing the plan, approving and 
then monitoring it but had no power to affect outcomes. 
 
A Healthwatch participant noted of the board that:  
けBWI;┌ゲW デｴW┞ デ;ﾉﾆ ;Hﾗ┌デ ﾗｴ ┘WげヴW ｪﾗｷﾐg to [do] this and this and this. And I look at a 
ﾉﾗ;S ﾗa デｴWﾏ ;ﾐS ゲ;┞ Iげﾏ ゲﾗヴヴ┞ H┌デ デｴ;デげゲ ┘ｴ;デ デｴW Y;ﾐﾆゲ ┘ﾗ┌ﾉS I;ﾉﾉ ﾏﾗデｴWヴｴﾗﾗS ;ﾐS 
;ヮヮﾉW ヮｷWく Tｴ;デげゲ ; ┘ｷゲｴ ﾉｷゲデぐデｴWゲW ;ヴW デｴW ﾗ┌デIﾗﾏWゲ ┘WげヴW ﾉﾗﾗﾆｷﾐｪ aﾗヴく AﾐS デｴWヴWげゲ 




The former Chair of the HWB in the initial interviews for the study discussed the frustration 
of the board in not having the power to deliver in terms of the BCF:  
け“ﾗ ヴｷｪｴデが ┘W ｴ;┗W ; ヮﾉ;ﾐが ;ﾐS I ゲ;┞ デﾗ デｴW ヮWﾗヮﾉW ;デ CCGが ┘Wげ┗W ﾐﾗデ ;IｴｷW┗WS デｴW 
reduction in non-elective admissions. When I look at the figures, provisional figures 
aﾗヴ ヲヰヱヵっヱヶ ｷデ ﾉﾗﾗﾆゲ ﾉｷﾆW ┘Wげ┗W ｪﾗデ ;ﾐ ｷﾐIヴW;ゲWぐｷﾐ ﾐﾗﾐ-elective admissions, when they 
should have been going down. How is this going to be achieved? And so that will be a 
┘ﾗヴヴ┞く Nﾗ┘ HWI;┌ゲW ┘Wげ┗W ｪﾗデぐ ぷデｴW ;S┌ﾉデ ｴW;ﾉデｴ ;ﾐS ゲﾗIｷ;ﾉ ｷﾐデWｪヴ;デｷﾗﾐ 
ﾗヴｪ;ﾐｷゲ;デｷﾗﾐへが ;ﾐS ┘Wげ┗W ｪﾗデ ┗;ヴｷﾗ┌ゲ ｪヴﾗ┌ヮｷﾐｪゲ デｴWヴW デﾗ ;SSヴWゲゲ デｴﾗゲW ゲﾗヴデ ﾗa ｷゲゲ┌Wゲが 
H┌デ aﾗヴ デｴW Hﾗ;ヴS ｷデゲWﾉa ｷデげゲ HWWﾐ I デｴｷﾐﾆ ; ﾉ;Iﾆ ﾗa aﾗヴﾏ;ﾉ ヮﾗ┘Wヴゲくくく “ﾗ ┘W ｴ;┗W デｴW 
responsibility of producing the plan and approving it and then monitoring. What do 
┘W Sﾗ ┘ｴWﾐ デｴW┞ Sﾗﾐげデ SWﾉｷ┗Wヴい AﾐS デｴ;デげゲ ; aヴ┌ゲデヴ;デｷﾗﾐ ｷﾐ ﾗ┌ヴ ゲ┞ゲデWﾏぐ “ﾗ ｴ;┗ｷﾐｪ デｴW 
ヴWゲヮﾗﾐゲｷHｷﾉｷデ┞ aﾗヴ BWデデWヴ C;ヴW F┌ﾐS ヮﾉ;ﾐ ;ﾐS ﾏﾗﾐｷデﾗヴｷﾐｪが ｪヴW;デぐヴWゲヮﾗﾐゲｷHﾉW H┌デ ﾐﾗ 
ヮﾗ┘Wヴ ヴW;ﾉﾉ┞ デﾗ Sﾗ ;ﾐ┞デｴｷﾐｪ ;Hﾗ┌デ ｷデげく 
 
Outcomes and the integration of health and social care 
Our study participants discussed the focus of HWBs on the integration of health and social 
care, paying less attention to the wider determinants of health and health inequalities. Four 
themes predominated in discussions over the integration of health and social care:  
 Integration was happening largely outside the purview of the board with little 
involvement of the HWB (sites 1 and 5) 
 Very little movement was evident on integration (discussed in three sites) 
 Integration with the HWB having a strategic oversight role (site 3) 
 There had been a focus on BCF plans and integration in general to the detriment of a 
focus on the wider determinants of health in some sites. 
In site 1, the chair of the board discussed the lack of development over integration: 
けWWﾉﾉ I デｴｷﾐﾆ ┘ｴWﾐ ┘W aｷヴゲデ デﾗﾗﾆ ﾗ┗Wヴが [political control of the authority] the board 
met, we'd agreed we'd have several working parties and just for the members.  One 
of the things we talked about was integration with health because that was the buzz 
thing at the time. So we set up several evenings of meetings which was of the CCGs 
and providers and we were doing quite well until we actually got round to actually 
talking about money then everybody rushed into the corners and it didn't get much 
a┌ヴデｴWヴ デｴWﾐく “ﾗ I デｴｷﾐﾆ ┘W aWﾉデ ゲﾗﾏW┘ｴ;デ aヴ┌ゲデヴ;デWSげ. 
The BCF was not generally viewed as a pooled budget with protection from organisations in 
terms of their contribution to the fund ensuring they got out what they put in financially. 
There was also discussion of the lack of emphasis on the prevention agenda and the wider 





Iﾐ ゲｷデW ヵが デｴW HWB ┘;ゲ ﾉ;ヴｪWﾉ┞ ゲWWﾐ ;ゲ ;ﾐ け;SS ﾗﾐげ to existing bodies and structures in place 
for integration. Two main themes emerged on integration and the HWB: 
 Integration was historic with section 75 pooled budget with the former PCT and 
Council 
 Integration largely occurred through the adult health and social care integration 
organisation and decisions on integration were separate from the HWB which had 
no influence に the adult health and social care integration organisation had its own 
governance structures separate from the HWB.  
In the follow-up interviews, there was concern that the HWB was not driving the integration 
agenda which was still seen as separate from the board. However there was discussion of 
how the adult health and social care organisation was asked to report to the board and that 
the HWB was developing more of a strategic oversight role in this area.  
In site 2, views about integration took the form of how the HWB had focused on the 
integration agenda and not the JHWS around health inequalities, social determinants of 
health, or life course approaches. There was a sub-group on integration which participants 
in our follow-up interviews noted had designed mechanisms to allow teams to come 
together but, as one interviewee noted, the challenge would come when decisions had to 
be made on pooling resources and there was scepticism by the hospital trust over whether 
the HWB had the capacity to tackle integration. The trust had not shown interest in 
integration discussions. In our follow-up interviews, it would appear some limited progress 
had been made on the integration agenda as this participant discussed:  
けAﾐS ┘W ;ヴWが ┞ﾗ┌ ﾆﾐﾗ┘が ｷデ Hﾉ┌ヴゲ ; ﾉｷデデﾉW Hｷデ HWI;┌ゲW ┘W Sﾗ デｴｷゲ ﾗﾐ ; ぷデ┘ﾗ ﾉﾗI;ﾉ 
authorities] footprint. So it involves the health and wellbeing board in [one local 
;┌デｴﾗヴｷデ┞へ ;ﾐS ゲWヮ;ヴ;デWﾉ┞ デｴWぐ[Health and Wellbeing] board. We've appointed a 
director of integration across the system, that's new, and I think is emblematic of a 
commitment. We've created the meetings of people in the system. We haven't 
completely bottomed out the governance arrangements, and it's hugely complicated 
by things like STP as well. And we have I think cemented a significant number of the 
relationships required to make that thing travel, but we have not made nearly 
Wﾐﾗ┌ｪｴ ヮヴﾗｪヴWゲゲ ｷﾐ デｴ;デ a┌ﾐS;ﾏWﾐデ;ﾉ ｷﾐデWｪヴ;デｷﾗﾐ ;ｪWﾐS;げ. 
In site 4, the discussion of integration was largely in terms of a very large mental health and 
learning disability pooled budget. However, in the follow-up interviews, interviewees 
claimed that there had been very little movement on integration. There also was some 
concern that national priorities could overtake local priorities (e.g. BCF). Preventing 
admissions to hospital in terms of the BCF was viewed as driving much of the HWB agenda 
although, at the same time, it was argued that there was a lack of understanding by 




Case study site 3 had undertaken a very large integration programme and this was the focus 
for many of the discussions (see vignette).   
 
A vignette of health and social care integration に site 3 
It was argued the HWB set the direction of travel on the integration agenda with an emphasis on 
prevention/early intervention.  
In terms of the history of integration, it was led by the local authority and the CCG, not the HWB. In 
summer 2014, an integration paper was taken to the HWB. Integration was conducted on three 
levels:  
 Integration of health and wellbeing に ensure the system is joined upon and focused on 
prevention/early intervention 
 Integrated commissioning に joined up plans and pool budgets 
 Integrated delivery. 
 
Apart from spending considerable time building relationships and trust at every level, red lines 
between partners were also set. Participants commented that lots of events and informal events 
were held to cement relationships. A Section 75 agreement was put in place with a £400 million plus 
pooled budget. This was an integrated fund from the local authority, CCG and public health.  
As part of the integration agenda, the transfer of social care staff to a community health provider 
was agreed.    
There was a co-operative commissioning framework (statement on the ethos with providers and 
communities etc.) and integrated commissioning strategies between the local authority and the CCG 
that covered the life cycle and action plans to deliver strategies with corresponding system design 
groups including clinicians, local authority and CCG representatives and providers to implement 
plans. 
Follow-up interviewees described further integration plans in terms of GP practices (although it was 
recognised that these were hard to engage) and plans to create health hubs (one stop shops for 
different services, i.e. various health and welfare services). 
Although site 3 had had success with integration, there had been difficulties and a number of 
themes emerged: lack of data sharing protocols (cited in terms of mental health records and the 
police), and problems with information flows in terms of service users and patients. It was noted 
that there were difficulties with the integration agenda in terms of struggling with further budget 
cuts. Co-location of social care staff took time. In our follow-up interviews, site 3 participants felt 
they were challenged to prove their integration model worked and was showing results, which was 
not always easy to demonstrate after such a short period of time. Despite this, there was optimism 
that positive effects were working through the systems they had set up. For instance, the hospital 
was one of the few in the country not put on black alert over A&E waits, and GP referrals were more 





Participants also discussed the integration of health and social care in our national follow-up 
intervie┘ゲ ;ﾐS デｴW aﾗI┌ゲ ふ;ゲ ｷﾐ ﾗ┌ヴ ゲデ┌S┞ ゲｷデWゲぶ ┘;ゲ ﾗﾐ ｴﾗ┘ デｴW BCF ｴ;S デ;ﾆWﾐ ┌ヮ Hﾗ;ヴSゲげ 
time and energy and the dangers of health and social care dominating HWB agendas. As this 
participant argued:  
けWWﾉﾉが I デｴｷﾐﾆ デｴW ┘ｴﾗﾉW ゲ┌ゲデ;ｷﾐ;Hｷﾉｷデ┞ ﾗa デｴW NH“ ;ﾐS ゲﾗIｷ;ﾉ care has kind of taken 
ﾗ┗Wヴく AﾐS デｴW┞げ┗W HWIﾗﾏWが aﾗヴ ; ゲｴﾗヴデ デｷﾏWが ｷデ ゲWWﾏWS ; ﾉﾗﾐｪ デｷﾏW ;デ デｴW デｷﾏW H┌デ ｷデ 
was actually quite a short time, they were totally taken over with the Better Care 
Fund and stuff like that. And they are still dominated in general, I think, by social care 
ｷゲゲ┌Wゲげ (National Interviewee, 6). 
 
Summary 
In terms of outcomes, across the majority of study sites there was a lack of outcomes which 
could be clearly attributable to the HWB. The reasons for this included:  
 Insufficient accountability, a lack of strategic focus and not enough monitoring with 
some HWBs having no systems in place for performance management were cited as 
key factors in terms of there being a deficiency of outcomes.  
 The study sites did not offer much evidence of outcomes that were driven 
specifically by HWBs or how they linked to the overall JHWS or were driven by the 
JSNA (with exceptions in sites 1 and 3).  
 There was also evidence that some outcomes were generally process-based, for 
example, improved relationships and communication between partners and in one 
site improved procedures on integrated care commissioning.  
 An important point was the extent to which Hﾗ;ヴSゲ ┘WヴW けヴWデヴﾗ-aｷデデｷﾐｪげ デｴW JHW“ デﾗ 
existing programmes, with the outcomes HWｷﾐｪ けH;SｪWSげ ;ゲ ; HWB ﾗ┌デIﾗﾏW SWゲヮｷデW 
possibly being achieved anyway, and how much of a role the HWB had in acting as a 
system leader in co-ordinating areas of work to ensure that activities moved at a 
faster pace due to the co-ordinating efforts of the HWB. We saw earlier how in site 1 
the board had set up sub groups aligned to the aims of the JHWS and it was believed 
that with the board acting in a coordinating role it had helped to bring programmes 
to fruition earlier. 
 Participants from our national follow-up interviews argued that good system 
leadership, engagement by partners and having defined goals were seen as essential 
requirements for successful outcomes.  
 Other factors were now in play such as the influence of STPs in place-based agenda-
setting and influence and had to be factored into such discussions.   
   
On the integration of health and social care outcomes, there had been:  
 Significant developments evident in two sites, but in site 3 this integration was 




separate from the board. This demonstrates how far factors such as history and the 
development of partnerships (which had historically been developed in both sites in 
terms of work on integration) could make a significant difference. In sites 3 and 5 
trust and good relationships were seen as key factors to enable discussions and work 
on integration. 
 Concern expressed in four of the five study sites over how the integration of health 
and social care and the BCF could dominate the focus of boards (as opposed to the 
actual work  on integration in three sites) to the detriment, to some extent, of a 
focus on the wider determinants of health.  
 Overall, historical context, good relationships/partnerships and trust were key 







4.5. THE FUTURE 
This chapter outlines ヴWゲヮﾗﾐSWﾐデゲげ views on the key challenges and opportunities facing 
HWBs in the future, the perceived relevance of HWBs in the evolving health and social care 
context, and any suggested changes that might help to enhance their effectiveness. 
 
Challenges 
In the follow-up interviews with the national actors, in terms of challenges facing HWBs was 
a moderate theme among participants to the effect that with STPs and multispecialty 
community provider vanguards (MCP), influence was moving away from HWBs as these 
other initiatives were perceived to have both money and power. One interviewee discussed 
how with the continued development and implementation of STPs there was a need to 
avoid duplication between JHWSs and STPs.  
Another national interviewee argued that the leaders of key local partners would gravitate 
towards vanguards as the HWB ┘;ゲ け;ﾐ ;aデWヴデｴﾗ┌ｪｴデげ ;ﾐS little more than ; けIﾉW;ヴｷﾐｪ ｴﾗ┌ゲWげ 
for STP, MCP discussions as the local authority was not tied into those discussions. 
Participants in our follow-up interviews in the case study sites were asked about the 
challenges and opportunities in the year ahead. In terms of challenges three themes were 
dominant across the sites: 
 The continuing financial challenge arising from a lack of resources across the wider 
health and social care landscape coupled with the growing demand on services. 
 The STP process risked side-lining HWBs which needed to be more actively engaged 
in the process; STPs were seen to have backing, power and influence. 
 System restructuring and reorganisation (i.e. STPs, CCG mergers and/or possible 
federations, and devolution) was causing instability and uncertainty with the health 
system in constant flux. 
In site 1, future challenges for the HWB centred on the environment and institutional 
ヮヴWゲゲ┌ヴWゲ ┘ｷデｴ ; ﾐWWS デﾗ aﾗI┌ゲ ﾗﾐ けデｴW ;ヴデ ﾗa ┘ｴ;デ ｷゲ Sﾗ;HﾉWげ ｷﾐ ;ﾐ ｷﾐIヴW;ゲｷﾐｪﾉ┞ Sｷaaｷcult 
context. The STP issue was regarded as a key challenge and one that could send 
organisations back to their respective silos, alongside a landscape characterised by austerity, 
critical financial pressures in adult social care, transition funding and closures, and wider 
population demands on services and managing conversations with the public over these 
issues. The site also faced an identity issue to resolve, currently ambiguous, regarding 
whether they were a provider or commissioner に which would be played out through the 




The key challenge was how the HWB could improve on furthering the public health agenda 
in the ways identified against this increasingly challenging environment. It posed a real test 
for the board in terms ﾗa けｴﾗ┘ ｷデ ｴﾗﾉSゲ デﾗｪWデｴWヴげく 
In site 2, there was a conversation around a lack of resources in terms of council, health and 
social care cuts. Also important was the continuing restructuring and reorganisation in 
terms of the STP, the potential devolution process, and the prospect of potentially 
federated CCGs. There was also a conversation on the need for outcomes and accountability 
mechanisms for partners in being responsible for outcomes. The Healthwatch chair in site 2 
highlighted some of these issues:  
 けI デｴｷﾐﾆ ｷデ ｷゲ ﾏﾗ┗ｷﾐｪ デﾗ デｴ;デ aﾗI┌ゲ ﾗﾐ ;Iデｷﾗﾐ ;ﾐS ﾗﾐ ﾗ┌デIﾗﾏWゲく Iデげゲ ゲデｷﾉﾉ ; Hｷデが ｷデ ゲデｷﾉﾉ ｷゲ ; 
デ;ﾉﾆｷﾐｪ ゲｴﾗヮく AﾐS I デｴｷﾐﾆ ｷデげゲ ｪヴW;デ デｴ;デ ┘WげヴW デｴWヴW ;ﾐS ┘W ｴ;┗W デｴ;デ SｷゲI┌ゲゲｷon, we 
ｴ;┗W デｴ;デ ｷﾐヮ┌デが H┌デ ｷデげゲ デｴ;デく “ﾗ ｪヴW;デが ┘ｴ;デ ;ヴW ┘W ｪﾗｷﾐｪ デﾗ Sﾗが ┘ｴWﾐ ｷゲ ｷデ ｪﾗｷﾐｪ デﾗ 
be done by, when are we going to report back on progress, or does this actually come 
H;Iﾆ ｴWヴW ｷﾐ ; ┞W;ヴげゲ デｷﾏW H┌デ ｷﾐ デｴW ﾏW;ﾐデｷﾏW ｷデげゲ ｪﾗｷﾐｪ デﾗ HW ヴWヮﾗヴデWS デﾗ X group 
HWI;┌ゲW ｷデげゲ デｴWｷヴ ヴWﾏｷデい AﾐS ┘W Sﾗﾐげデ ｴ;┗W ;ﾐ┞ ﾗa デｴ;デが ;ﾐS I デｴｷﾐﾆ デｴ;デげゲ ｪﾗｷﾐｪ デﾗ HW 
; ﾏ;ゲゲｷ┗W Iｴ;ﾉﾉWﾐｪWげ. 
In site 3, a key challenge lay in the financial resources available to undertake the work that 
was needed and also to position the board as a key player within the STP, which would be 
difficult, as there was a general view that saw the STP as superseding the HWB に it had the 
power and influence that the HWB never had. There was not much recognition that the 
board had failed to engage properly with the voluntary sector, instead seeing it as more of a 
problem of the voluntary sector not engaging with the HWB. This was driven by the 
realisation that the voluntary sector was a huge resource and that money spent there went 
further:  
けぐ; ヮﾗ┌ﾐS ゲヮWﾐデ ｷﾐ デｴW ┗ﾗﾉ┌ﾐデ;ヴ┞ ゲWIデﾗヴ ｷゲ ┘ﾗヴデｴ グヴ ｷﾐ デｴW NH“ぐHWゲｷSWゲ ┘ｴｷIｴ ┘W 
I;ﾐげデ ｷﾐ┗Wゲデ ﾏﾗヴW ;ﾐS ﾏﾗヴW ﾗa デｴW ゲ;ﾏWが HWI;┌ゲW ┘W Sﾗﾐげデ ｴ;┗W ; ┘ﾗヴﾆaﾗヴIW デﾗ ｷﾐ┗Wゲデ 
ｷﾐげ (Chair, CCG, site 3). 
It was argued by the DPH in site 4 that this was a critical point in time for HWBs: けWWﾉﾉ I デｴｷﾐﾆ 
デｴW ﾆW┞ Hｷデ ｷゲ WｷデｴWヴ ┌ゲW ｷデ ﾗヴ ﾉﾗゲW ｷデげ. It was argued further by this interviewee that the board 
should be central to discussions, rather than reinventing the wheel with STPs. 
けI デｴｷﾐﾆ ┘WげヴW ｷﾐ ｪヴ;┗W S;ﾐｪWヴ ﾗaが Iげﾏ ﾐﾗデ ゲ;┞ｷﾐｪ ｴW;ﾉデｴ ;ﾐS wellbeing boards are the 
;ﾐゲ┘Wヴ HWI;┌ゲWが ┞ﾗ┌ ﾆﾐﾗ┘が I aｷヴﾏﾉ┞ HWﾉｷW┗W デｴ;デ デｴWヴW ｷゲ ﾐﾗデ ﾗﾐW ;ﾐゲ┘Wヴが H┌デ ｷa ┘Wげ┗W 
ｪﾗデ デｴWﾏ ┘W ﾏｷｪｴデ ;ゲ ┘Wﾉﾉ ┌ゲW デｴWﾏ ﾗヴ ゲデﾗヮ デｴWﾏげ. 
The STP was seen primarily as a threat に side-lining the HWB に and not regarded as a vehicle 
to help change the system. Most HWB members were also STP board members with the 




the STP. The chair of the HWB sat on the STP board but in their capacity as cabinet member 
rather than as HWB chair. 
The STP was viewed as one of the  reasons for the delay in the refresh of the JHWS in site 4 
as those responsible where waiting to see what happened in terms of developments with 
the STP and the combined authority. It was observed that the STP had taken priority and left 
デｴW ふ┘W;ﾆぶ HWB デﾗ けヮｷIﾆ ┌ヮ デｴW ゲIヴ;ヮゲげく TｴWヴW ┘;ゲ ; ﾉ;Iﾆ ﾗa ヮ;デｷWﾐデ ;ﾐS ヮ┌HﾉｷI ｷﾐ┗ﾗﾉ┗WﾏWﾐデ 
in the process and also limits to the role of Healthwatch and the VCF sector that were 
regarded as disempowered. There was a lack of understanding of STPs in the VCF sector, nor 
any mechanisms to allow the sector to have any influence and it therefore felt completely 
removed from it.  
Ongoing reorganisation was also causing uncertainty, as explained by the HWB chair in site 
4: 
けB┌デ ┘Wげ┗W ;ﾉゲﾗ ｪﾗデ デｴW ﾗデｴWヴ Sｷゲ;S┗;ﾐデ;ｪW デｴ;デ ;デ デｴW ﾏﾗﾏWﾐデ ┘WげヴW ｷﾐ デｴW ﾏｷSSﾉW ﾗa 
a reorganisation with our CCGs. So whereas they were the commissioners in the past, 
at the moment with all the stuff going on around デｴWﾏ HWｷﾐｪ ヴW;ﾉｷｪﾐWS ;ﾐS ｷデげゲ ; 
ﾏWヴｪWヴ ;ﾐS デｴ;デ ;ﾉﾉ ヮ┌デゲ デｴｷﾐｪゲ ┌ヮ ｷﾐ デｴW ;ｷヴ ;ｪ;ｷﾐぐ“ﾗ デｴ;デ デｴWﾐ ｪｷ┗Wゲ ┌ゲ ;ﾐﾗデｴWヴ 
┞W;ヴ ┘ｴWヴW ┞ﾗ┌げ┗W ｪﾗデ Hﾗ;ヴS ﾏWﾏHWヴゲ デｴ;デ ;ヴW ヴW;ﾉﾉ┞ ﾗﾐ デｴW ┘;┞ ﾗ┌デく AﾐS ﾐﾗ Hﾗ;ヴS 
┘ﾗヴﾆゲ WaaWIデｷ┗Wﾉ┞ ｷa ﾏWﾏHWヴゲ ﾗa デｴ;デ Hﾗ;ヴS Sﾗﾐげデ ﾆﾐﾗ┘ ┘ｴWヴW デｴW┞げヴW ｪﾗｷﾐｪ デﾗ HW ｷﾐ 
ゲｷ┝ デﾗ ﾐｷﾐW ﾏﾗﾐデｴゲげ. 
In site 5, acute financial challenges, and how to afford transforming a system which was in 
crisis, were key concerns. It was felt that the success (or otherwise) of the adult health and 
social care integration orｪ;ﾐｷゲ;デｷﾗﾐ Iﾗ┌ﾉS けﾏ;ﾆW ┌ゲ ﾗヴ HヴW;ﾆ ┌ゲげ ;IIﾗヴSｷﾐｪ デﾗ デｴW HWB Iｴ;ｷヴく  
There was also discussion over greater emphasis on outcomes and having to be honest in 
terms of the difficulties and shortfalls in service provision.  
The DPH discussed the challenge of transforming a system with financial difficulties: 
けTｴW Iｴ;ﾉﾉWﾐｪWゲ ;ヴW aｷゲI;ﾉく AﾐS デｴW ケ┌Wゲデｷﾗﾐ ﾗa ｴﾗ┘ ┞ﾗ┌ ﾏ;ﾐ;ｪW デﾗ ;aaﾗヴS ゲ┞ゲデWﾏ 
transformation including prevention and the development of more primary care 
oriented processes, more local processes, earlier treatment, how you manage to 
achieve transformation whilst the services which you are transforming are in crisis. I 
ﾏW;ﾐ ゲﾗﾏW ヮWﾗヮﾉW ┘ｷﾉﾉ ゲ;┞ ┘Wﾉﾉ ;Iデ┌;ﾉﾉ┞ デｴW a;Iデ デｴ;デ デｴW┞げヴW ｷﾐ Iヴｷゲｷゲ ﾏ;ﾆWゲ ｷデ ;ﾉﾉ デｴW 
more important that transformation happens. Yes it does, but it also makes it, the 




In our follow-up national interviews there were a variety of points made in regard to the 




and there were a number of issues discussed in connection with them, namely:  HWBs 
needed to operate at a population health level (larger than local authority footprint, 
although this was seen as a challenge in site 4 and an issue in regard to the lack of co-
terminosity of CCG, local authority and devolution footprints discussed in case study sites). 
It was argued that there would be a problem if HWBs did not put themselves forward as 
part of a delivery solution in conjunction with STPs. Therefore, where HWBs were 
performing well, it was argued they were needed to deliver locally on agendas. This 
interviewee discussed some of these issues: 
 けYﾗ┌ ﾆﾐﾗ┘ I デｴｷﾐﾆ デｴW┞ [HWBs] will work because the STPs will need them to deliver 
locally and they are the place where people come together. So I think where all that 
works, you know, obviously CCGs can morph into STPs at some point or merge or 
ゲﾗﾏW ゲﾗヴデ ﾗa ┗Wヴゲｷﾗﾐ ﾗa デｴ;デく Iデげゲ ゲﾗヴデ ﾗa ｴ;ヮヮWﾐｷﾐｪ ;ﾉヴW;S┞ ｷﾐ ; ┘;┞く “ﾗ I デｴｷﾐﾆ デｴW┞げﾉﾉ 
be に that side of things will struggle because the focus on the place on the NHS gets 
Sｷﾉ┌デWSく B┌デ I デｴｷﾐﾆ ｷデげゲ ┗Wヴ┞ ｴ;ヴS デﾗ ヮヴWSｷIデ ;Iデ┌;ﾉﾉ┞ ﾗデｴWヴ デｴ;ﾐ ﾐﾗHﾗS┞ W┗Wヴ デ;ﾉﾆゲ 
about the being got rid of in the way they talk about other parts of the system. So 
people want to get rid of the CQCs [Care Quality Commissions], they want to get rid 
ﾗa CCGゲが H┌デ デｴW┞ IWヴデ;ｷﾐﾉ┞が ﾐﾗHﾗS┞げゲ デ;ﾉﾆWS ;Hﾗ┌デ ｪWデデｷﾐｪ ヴｷS ﾗa ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ 
Hﾗ;ヴSゲが ;デ ﾉW;ゲデ ﾐﾗデ デｴ;デ Iげﾏ ;┘;ヴW ﾗaげ (National Interviewee, 4). 
In terms of opportunities across the five sites, it was believed that system integration, place-
based commissioning and pooled budgets were required in the context of the system being 
financially challenged and there were opportunities for this to occur. 
Despite the challenges outlined in site 1, many opportunities were identified for the HWB. 
There was a sense that it had the opportunity to learn and improve in what it did to achieve 
more, albeit within a very challenging environment, with ongoing review through the LGA 
and self-assessment seen as key to this. There was real optimism that the HWB could 
continue to drive the public health agenda with a coalition of the willing for improved health 
of the population and that these were exciting times if the HWB could master how to deliver 
on that ambition. One member commented that there was けﾏ;ゲゲｷ┗Wげ ﾗヮヮﾗヴデ┌ﾐｷデ┞ aﾗヴ ヴW;ﾉ 
system integration with shared resource for health and wellbeing, with public health 
defined in its broadest sense and with the HWB having the opportunity to push ahead on 
the key areas of concern, not least to drive more localised care, with closer to home 
decision-making and care delivery: 
けWWﾉﾉが デｴW ﾗヮヮﾗヴデ┌ﾐｷデｷWゲ ;ヴW ﾏ;ゲゲｷ┗Wく Iデげゲ ﾉｷﾆW ｴﾗ┘ I;ﾐ ┞ﾗ┌ ﾏ;┝ｷﾏｷゲW デｴ;デ 
“TPぐｷntegration in terms of a real broad base for that. In terms of how all those 
partners really do start to collaborate and get past all this commissioner/provider 
IﾗﾏヮWデｷデｷﾗﾐが WデIく ;ﾐS デｴｷﾐﾆ ;ヴﾗ┌ﾐS ﾗﾐW ゲ┞ゲデWﾏが ﾗﾐW ヮﾉ;IWが ┘ｴｷIｴ デｴWヴWげゲ ゲデｷﾉﾉ ; ﾉﾗデ ﾗa 
money available across this sector, how do we start to use it in the best possible way 
デﾗ ｪｷ┗W デｴW HWゲデ ｴW;ﾉデｴ ﾗ┌デIﾗﾏWゲ ;ﾐS ｷa ┘WげヴW ゲデ;ヴデｷﾐｪ デｴWﾏ Iﾗﾐ┗Wヴゲ;デｷﾗﾐゲが I デｴｷﾐﾆ 




けWWﾉﾉ デｴWヴW are opportunities. There are opportunities with regard to improved 
ﾉﾗI;ﾉｷゲWS I;ヴWぐく AﾐS I デｴｷﾐﾆ デｴWヴW ;ヴW ﾗヮヮﾗヴデ┌ﾐｷデｷWゲが H┌デ デｴW┞げﾉﾉ ｴ;┗W デﾗ HW W┝デヴWﾏWﾉ┞ 
gradual changes to actually bring care closer to home, to bring local decision making 
closer, to bring individual decision making closer. So they are exciting times, I just 
Sﾗﾐげデ ﾆﾐﾗ┘ ｴﾗ┘ ┘WげヴW ｪﾗｷﾐｪ デﾗ Sﾗ ｷデげ (Chair, Healthwatch, site 1). 
That said, commenting on the board it was recognised that this potential was yet to be fully 
realised: け;デ デｴW ﾏﾗﾏWﾐデ デｴW┞ ;ヴW デWWデWヴｷﾐｪ ﾗﾐ デｴW WSｪW ;ﾐS ﾆWWヮ a;ﾉﾉｷﾐｪ H;Iﾆげ.  Within the 
current context, there was a sense that, sadly, HWBゲ ヴWヮヴWゲWﾐデWS けデｴW ヴｷｪｴデ ｷSW; ;デ デｴW 
┘ヴﾗﾐｪ デｷﾏWげく 
In site 2, it was recognised that because of the lack of resources there was a need to pool 
funding and human resources and work together more (i.e. hospitals on financial funding 
and working with the VCF on supporting communities) and also pooling for prevention 
funding. Organisations needed to stop working in silos and being protectionist. 
Continuing to develop partnership working and integration and being able to sustain the 
health and social care system financially were seen as successes in site 3. Improvements in 
the local hospital and improvements in care at home reported by one interviewee were also 
seen as opportunities. The engagement of hard to reach groups through a public health 
initiative and with it measures such as detecting the onset of diabetes was also seen as a 
success.  
It was discussed how the STP in site 4 could be helpful in terms of prompting a big shift in 
service delivery and future outcomes. It was also argued that the HWB could become a 
subcommittee of the STP or vice versa (けヴ┌ﾐﾐｷﾐｪ ﾗﾐ デｴW ゲ;ﾏW a┌Wﾉげ). The HWB could also 
have a role in place-based commissioning and discussions on increasing the emphasis on 
prevention. A CCG chair and HWB chair discuss some of these points:  
けI ┘ﾗ┌ﾉS ﾏ;ﾆW デｴWﾏ ゲﾗﾏWｴﾗ┘ ; ゲ┌HIﾗﾏﾏｷデデWW ﾗa ;ﾐ “TP ﾗヴ ﾏ;ﾆW ;ﾐ “TP ; 
subcommittee of them. But I would define much better what the roles of where those 
things are, where things sit. But I would probably make them a に because STPs need 
to be bigger, I'd make them subcommittees of STPs and they'd be the place where 
local place-based commissioning gWデゲ SｷゲI┌ゲゲWS ｷﾐ ゲﾏ;ﾉﾉWヴ ┌ﾐｷデゲぐBut I would make 
the place-based commissioning agenda sit there. I would make strategic 
transformation ;ﾐS ヴWゲｷﾉｷWﾐIW ;デ デｴW “TP ﾉW┗Wﾉぐげ. 
けI デｴｷﾐﾆ ;ゲ ﾉﾗﾐｪ ;ゲ ┘ｷデｴｷﾐ デｴW ﾐW┝デ ゲｷ┝ ﾏﾗﾐデｴゲ ┘W ;ヴW ;Hゲﾗﾉ┌デWﾉ┞ IﾉW;ヴ デｴ;デ ┘W ;ヴW ｷﾐ 
that prevention space and we can develop things in that area, I think it will help us 
ｪﾗｷﾐｪ aﾗヴ┘;ヴSく TｴW ヮヴﾗHﾉWﾏ ｴ;ゲ HWWﾐ ┘Wげ┗W HWWﾐ a;ヴ デﾗﾗ ゲI;デデWヴｪ┌ﾐが ゲﾗ ヮWﾗヮﾉW Sﾗﾐげデ 
ﾆﾐﾗ┘ ┘ｴWデｴWヴ ┘W ゲデ;ﾐS aﾗヴ ゲﾗﾏWデｴｷﾐｪ ﾗヴ a;ﾉﾉ aﾗヴ ;ﾐ┞デｴｷﾐｪげ. 
In addition, the amalgamations of NHS providers meant they were overcoming 




also discussion of the potential for transformational change and thinking about long-term 
health rather than acute care goals. It was argued that the HWB needed to be proactive 
rather than reactive to opportunities, for example by structuring agendas differently:  
けTｴW ﾗヮデｷﾏｷゲデ ｷﾐ ﾏW ｷゲ デｴW Hﾗ;ヴSげゲ ｪﾗｷﾐｪ デｴヴﾗ┌ｪｴ ; ﾉﾗデ ﾗa Iｴ;ﾐｪWが ;ﾐS ; ﾉﾗデ ﾗa 
improvement, and I would hope that that will change to give more impact from our 
ヴﾗﾉW ┘ｷデｴｷﾐ デｴ;デ Hﾗ;ヴSく AﾐS デｴWヴWげﾉﾉ HW ﾉWゲゲ ヴ┌HHWヴゲデ;ﾏヮｷﾐｪ ;ﾐS ﾉWゲゲ デｴｷﾐｪゲ デｴ;デ ﾃ┌ゲデ 
have to be passed through the health and wellbeing board, and more things linked to 
ｴﾗヮWa┌ﾉﾉ┞ ; ヴﾗH┌ゲデ ゲデヴ;デWｪ┞ ﾏﾗ┗ｷﾐｪ aﾗヴ┘;ヴSげ (Healthwatch chair, site 4). 
けWWﾉﾉ デｴW ゲデ;デW ﾗa デｴW NH“ Iﾗ┌ﾉS HW ;ﾐ ﾗヮヮﾗヴデ┌ﾐｷデ┞ aﾗヴ デｴW Hﾗ;ヴS デﾗ ゲｴﾗ┘ ゲﾗﾏW 
ﾉW;SWヴゲｴｷヮ aヴ;ﾐﾆﾉ┞が ;ﾐS ┗ｷゲｷHﾉW ﾉW;SWヴゲｴｷヮが ﾐﾗデ ﾃ┌ゲデ HW デ;ﾉﾆｷﾐｪ デﾗ ｷデゲWﾉaげ (HWB third 
sector representative, site 4). 
In site 5, the emphasis was on integrating systems and reducing hospital admissions and the 
savings from hospital ward closures put back into the system as the chair of the board 
explained:  
けWWﾉﾉ ｷa ┘W I;ﾐ ｪWデ ｷﾐデWｪヴ;デWS ゲ┞ゲデWﾏゲが ｷa ﾗ┌ヴ ﾐWｷｪｴHﾗ┌ヴｴﾗﾗS デW;ﾏゲ ┘ﾗヴﾆが ;ゲ ┘W 
anticipate them, if we can then start doing much more preventative work in spite of 
public health and other things, grants reduced in, that will then turn the tide for 
attendances, etc. If that turns the tide and admissions start going down then we can 
start freeing up the beds which is our aim and closing the wards, which is 
counterintuitive I know, and re-putting that money back into the system and things 
ゲｴﾗ┌ﾉS ｷﾏヮヴﾗ┗W W┗Wﾐ ケ┌ｷIﾆWヴげ. 
There was also discussion of subsidiarity of health and social care through to local 
neighbourhoods and the potential to transform the delivery of services with integrated 
neighbourhood teams of health, social care and voluntary sector professionals established 
across the local authority area as part of the adult health and social care integration 
organisation programme. This was seen as a way to deliver joined-up care for patients, 
through regular triage meetings between health and social care professionals and GP-led 
multi-disciplinary teams, with the most complex patients being the focus. The long term 
objective was co-locating teams together permanently in the same buildings.  
 
The relevance and ongoing role of HWBs  
A majority of participants in our baseline interviews believed that HWBs would be missed if 
they were abolished. Two main reasons were given: 
 HWBs brought partners together and enabled dialogue on issues and a range of 
perspectives to bear on issues; in a complex health and social care landscape it was 
the only place the system came together and forged relationships.  




For those who believed the boards would not be missed, two main reasons were cited: 
 HWBs did not drive decisions which were made elsewhere. 
 The boards had no impact, did not add value, and did not own the health and social 
care agenda; there was a nascent belief that STPs may have better engagement.  
When asked if organisations would continue to work in partnership if there was no HWB the 
consensus across the sites in our baseline interviews was that organisations would continue 
to do so but would not be as effective since HWBs served as conduits for leaders to gather 
for discussions and there would not be the richness of debates.  There was also an argument 
that HWBs provided ownership and strategic focus: 
けTｴｷﾐｪゲ ┘ﾗ┌ﾉS ｪWデ SﾗﾐWが H┌t I think they'd have to invent, or you should have to 
invent, options to deal with those cross-cutting dialogues that it facilitates.  I think, 
even the fact that putting everybody in a room once in a while so that they see each 
and discuss some of the isゲ┌Wゲ ｷゲ ;Iデ┌;ﾉﾉ┞ ケ┌ｷデW ; ┌ゲWa┌ﾉ デｴｷﾐｪ デﾗ SﾗぐI デｴｷﾐﾆ ┞ﾗ┌ろS 
ｴ;┗W デﾗ ｷﾐ┗Wﾐデ ゲﾗﾏWデｴｷﾐｪ WﾉゲW デﾗ Sﾗ ｷデ ｷa ｷデ SｷSﾐろデ W┝ｷゲデげ (DPH, site 2). 
けI デｴｷﾐﾆ ｷデ ┘ﾗ┌ﾉS HW ﾏｷゲゲWS ;ﾐS ヮWﾗヮﾉW ┘ﾗ┌ﾉS ゲ;┞が ┘Wﾉﾉが ┘W ﾐWWS ; aﾗヴ┌ﾏ デﾗ ヮ┌ﾉﾉ 
together partners on this agenda, so I'm confident that it plays a role and it's adding 
value. The key question is, are we doing enough, having got that in place, to drive the 
ゲ┞ゲデWﾏ aﾗヴ┘;ヴSい  I デｴｷﾐﾆ デｴ;デろゲ ┘ｴWヴW デｴW Iｴ;ﾉﾉWﾐｪW ｷゲが ヴW;ﾉﾉ┞げ (Assistant chief 
executive, site 2). 
These interviewees argued the HWB would not be missed: 
 けぐデｴW a;Iデ デｴ;デ ┘W ﾐﾗ┘ ｴ;┗W ;ﾐ “TP aﾗI┌ゲWS ﾗﾐ ヮﾉ;IWが ┘ｴｷIｴ ｷゲ ; ﾏ┌Iｴ HWデデWヴ 
engagement, you could take out the health and wellbeing board and it wouldn't 
ﾏ;ﾆW ; ﾃﾗデ ﾗa SｷaaWヴWﾐIWげ (Chief executive, foundation trust, site 4). 
 けぐI デｴｷﾐﾆ ┘W ゲｴﾗ┌ﾉS ﾃ┌ゲデ ゲIヴ;ヮ ｷデ ;ﾉﾉ ;ﾐS ゲデ;ヴデ ;ｪ;ｷﾐ HWI;┌ゲW ┘W ﾃ┌ゲデ ;SSWS ﾉ;┞Wヴゲ ﾗa 
complexity in which the health and wellbeinｪ Hﾗ;ヴS ゲｷデゲげ (Director of Children's and 
Adult Services, site 5). 
At the time of conducting the follow-up interviews, we witnessed a different response in 
terms of the ongoing relevance of HWBs. Two caveats have to borne in mind here: first, the 
sample size was smaller in the follow-up interviews, and, second, not all the interviewees 
were the same (i.e. a change in DPH or HWB chair). However, there was evidence of mixed 
opinion over whether boards would or would not be missed. For those who believed HWBs 
would be missed the main reason given, also given as a principal reason in our baseline 
interviews, was because the board was the only place where the system came together. For 
those who did not believe the boards would be missed, the main reason given was that 
nobody would notice and business could still be conducted outside the boards. There was 




けBWｷﾐｪ aヴ;ﾐﾆが Iげﾏ ﾐﾗデ ゲ┌ヴWく I ヴW;ﾉﾉ┞ ┘ﾗ┌ﾉSﾐげデ ﾆﾐﾗ┘げ (Voluntary sector HWB 
representative, site 2) . 
けぐｷデげゲ ; デヴｷIﾆ┞ ケ┌Wゲデｷﾗﾐ デﾗ ;ﾐゲ┘Wヴ HWI;┌ゲW ;Iデ┌;ﾉﾉ┞ ｷデ Iﾗ┌ﾉS HW ; ヴW;ﾉﾉ┞ ヮﾗ┘Wヴa┌ﾉ aﾗヴIW 
┘ｷデｴｷﾐ デｴW Iｷデ┞が ;ﾐS Iげﾏ ｴﾗヮWa┌ﾉ デｴ;デ Iｴ;ﾐｪWゲ ┘ｷﾉﾉ ﾉW;S デﾗ デｴ;デく B┌デ Iげﾏ ﾐﾗデ ゲWWｷﾐｪ ｷデ ;デ 
デｴW ﾏﾗﾏWﾐデげ (Healthwatch Chair, site 4). 
 
Changes for the future 
Our national interviewees raised a number of themes in relation to the changes needed to 
HWBs in order to make them more effective and guarantee them a future. A number of 
themes related to STPs and how HWBs needed to work at a population health level (larger 
than a local authority footprint) with STPs. And, for their part, STPs would need HWBs to 
deliver local policy priorities. It was observed that HWB membership needed reviewing 
including giving HWB ﾏWﾏHWヴゲげ specific roles on agreeing the delivery of local authority and 
health plans. It was also argued that HWBs needed to evaluate their role and their purpose 
with an emphasis on a place-based focus, ensuring accountability mechanisms for 
partnerships and progressing joint working across statutory and non-statutory sectors. 
Further points raised were that HWBs would not be abolished as there were too many other 
agendas and priorities, but there was also a view from one participant that local 
government had becomW デﾗﾗ けthinned outげ with local authorities having become almost too  
lightweight to carry the structure of an effective health and wellbeing board properly.  
Another view was that there was a need to seize the moment:  
けAデ ゲﾗﾏW ヮﾗｷﾐデ ﾗ┗Wヴ デｴW ﾐW┝デ aｷ┗W ┞W;rs some kind of seismic change is going to happen 
around the relationship between health and social care, around the funding of how we fund 
ゲﾗIｷ;ﾉ I;ヴWぐYﾗ┌ ﾆﾐﾗ┘が デｴｷゲ ｷゲ ヮヴﾗH;Hﾉ┞ ﾏﾗヴW ﾗa ; ﾏﾗﾏWﾐデ ｷﾐ デｴW ゲ┌ﾐ ﾗa ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ 
boards than when they werW IヴW;デWSく AﾐS ｷa デｴW┞ Sﾗﾐげデ ゲWｷ┣W デｴW ﾏﾗﾏWﾐデが ┘Wﾉﾉ ｷデげゲ デｴWｷヴ ﾗ┘ﾐ 
bloody fault. ..But both the strength and their weakness is that they were a product of 
ﾉﾗI;ﾉｷゲﾏく AﾐS ｷa デｴW┞ Sﾗﾐげデ ゲWｷ┣W デｴ;デ ﾗヮヮﾗヴデ┌ﾐｷデ┞ Hﾗデｴ ﾉﾗI;ﾉﾉ┞ H┌デ ;ﾉゲﾗ IﾗﾉﾉWIデｷ┗Wﾉ┞ ﾐ;デｷﾗﾐ;ﾉﾉ┞が 
it ｷゲ デｴWｷヴ ﾗ┘ﾐ a;┌ﾉデが HWI;┌ゲW デｴW┞げ┗W ;Iデ┌;ﾉﾉ┞ ｪﾗデ ;ﾉﾉ デｴW ﾗヮヮﾗヴデ┌ﾐｷデｷWゲげ (National Interviewee, 
1).   
However, another interviewee noted that HWBs needed more influence on alignment or 
pooling of budgets but that since these discussions were going on outside HWBs the boards 
themselves were little more than mere talking shops. 
In terms of suggested changes that might enhance the effectiveness of HWBs, four themes 
emerged in discussion with interviewees across the five case study sites: 
 Give HWBs greater role definition. 




 Boards needed to have a commissioning function. 
 Boards needed more powers to fulfil their role. 
These interviewees encapsulate some of these themes: 
けAﾐS I aWWﾉ ﾉｷﾆW デﾗ ｪｷ┗W デｴW Hﾗ;ヴS デｴ;デ ﾉW┗Wﾉ ﾗaが ┘ｴWデｴWヴ ｷデげゲ ;ﾐ ﾗ┗Wヴゲｷｪｴデが ゲﾗﾏWデｴｷﾐｪ 
デｴ;デげゲ デｴWヴW デｴ;デ ゲ;┞ゲが デｴｷゲ ｷゲ デｴW Hﾗ;ヴSが デｴ;デ ｷデげゲ W┝ヮWIデWS デﾗ ┗;ﾉｷS;デW IWヴデ;ｷﾐ SWIｷゲｷﾗﾐゲ 
;ﾐS デｴ;デげゲ ┘ｴ;デ ｷデげゲ デｴWヴW aﾗヴが I デｴｷﾐﾆ ｪｷ┗ｷﾐｪ ｷデ ゲﾗﾏWデｴｷﾐｪ ﾉｷﾆW デｴ;デが デｴ;デ ヮヴWゲWﾐIW デｴ;デ 
sayゲ ｷデげゲ ｴWヴWが ｷデげゲ ｴWヴW デﾗ ゲデ;┞が ┘ﾗ┌ﾉS ﾏ;ﾆW デｴ;デ SｷaaWヴWﾐIW ｷﾐ デWヴms of it driving 
デｴｷﾐｪゲ デｴヴﾗ┌ｪｴぐand then operating in that way and then truly being that system 
leader. Because there is that thing also at the minute where you can see sometimes 
chief execs will send directors and if you start to get to that point you can sense, oh, 
┘ｴWヴW;ゲ ｷa ｷデげゲ デｴWヴW ;ﾐS ｷデげゲ ;Iデ┌;ﾉﾉ┞ ﾏ;ﾆｷﾐｪ ゲﾗﾏW SWIｷゲｷﾗﾐゲ ;ヴﾗ┌ﾐS デｴ;デが ｷデ Iｴ;ﾐｪWゲ 
デｴW ｪ;ﾏW ; Hｷデげ (DPH, site 1).  
 けTｴW ヮヴﾗHﾉWﾏ ;ゲ I ゲWW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴSゲ ｷゲ デｴW┞げヴW not accountable. And if 
┞ﾗ┌げ┗W ｪﾗデ ﾐﾗ ﾆｷﾐS ﾗa Iﾗﾐデヴﾗﾉゲが ;ﾐS ┞ﾗ┌ I;ﾐげデ ｴﾗﾉS ヮWﾗヮﾉW デﾗ ;IIﾗ┌ﾐデが ;ヮ;ヴデ aヴﾗﾏ 
デｴヴﾗ┌ｪｴ ｴ;┗ｷﾐｪ ; ｪﾗﾗS ヴWﾉ;デｷﾗﾐゲｴｷヮ ;ﾐS ; Iﾗﾐ┗Wヴゲ;デｷﾗﾐが ;Iデ┌;ﾉﾉ┞ ｷデ ﾏW;ﾐゲ デｴW┞げヴW ﾐﾗデ 
terribly effective. So if I was health minister, secretary of state or whoever, would I 
┘;ﾐデ デｴWﾏ デﾗ Iﾗﾐデｷﾐ┌Wい I デｴｷﾐﾆ IげS ┘;ﾐデ デﾗ ｪｷ┗W デｴWﾏ ﾏﾗヴW ヮﾗ┘Wヴゲぐげ (Vice chair 
HWB, site 2).  
けI ゲ┌ヮヮﾗゲW デｴW ヮﾗ┘Wヴa┌ﾉ ｷゲ デｴW ﾏﾗﾐW┞く “ﾗ ┞ﾗ┌げS ｴ;┗W デﾗ ゲ;┞ デｴW┞ ;ヴW デｴW 
commissioners. You will commission your activities at the health and wellbeing 
Hﾗ;ヴSが デｴW┞ ┘ｷﾉﾉ HW H┌┞ｷﾐｪ デｴW ゲWヴ┗ｷIWゲぐIデげﾉﾉ ;ﾉﾉ ｪﾗ デｴヴﾗ┌ｪｴ デｴWﾏく “ﾗ I デｴｷﾐﾆぐｷﾐ a;Iデ 
┞ﾗ┌げ┗W ｪｷ┗Wﾐ WｷデｴWヴ デｴW “TP aﾗﾗデヮヴｷﾐデぐﾗヴ ┞ﾗ┌げヴW ｪﾗｷﾐｪ デﾗぐHWIﾗﾏW ;ﾐ ;IIﾗ┌ﾐデ;HﾉW 
I;ヴW ゲ┞ゲデWﾏぐ;ﾐS ┞ﾗ┌ I;ﾐ ゲ;┞ OK デｴW ｴW;ﾉデｴ ;ﾐS ┘WﾉﾉHWｷﾐｪ Hﾗ;ヴS ┘ｷﾉﾉ HW デｴW 




 In regard to challenges facing HWBs, a key concern was STPs. Our national actors 
discussed how power and influence was moving away from HWBs to MCP vanguards 
as part of wider place-based STPs.  
 The challenges according to interviewees from our study sites centred on three 
issues: the lack of resources across the wider health and social care landscape and 
the demand on services; the STP process could side-line boards although boards 
needed to be more engaged in the process; system restructuring and reorganisation 
(i.e. STPs, CCG mergers or possible federations and devolution) were causing 




 In terms of opportunities, our national actors believed that HWBs needed to engage 
with STPs and work on a larger geographical footprint and, conversely, STPs needed 
HWBs to deliver on local agendas.  
 In terms of opportunities across the study sites it was believed that system 
integration, place-based commissioning and pooled budgets were required in the 
context of the system being financially challenged.  
 A majority in our baseline interviews believed that HWBs would be missed if they 
were abolished and the two main reasons given were that HWBs brought both 
agencies together and a range of perspectives with the HWB being the only place 
where the system came together. It was also believed that if boards did not exist, 
they would have to be invented.  
 The interviewees who believed the boards would not be missed gave three main 
reasons: it was believed HWBs did not drive decisions; decisions were made 
elsewhere in the system; and that boards had no impact, did not add value and did 
not own the health and social care agenda 
 When asked if organisations would continue to work in partnership if there was no 
HWB the consensus across the sites in our baseline interviews was that they would 
but would not be as effective as HWBs were conduits for leaders to gather for 
discussions and there would not be the richness of debates.  
 Interviewees were asked what they would change nationally if they were in charge 
of the development of HWBs. Across the sites, four themes emerged in discussion 
with interviewees: give HWBs a greater role definition; ensure the accountability of 
HWB partners for delivery of priorities; address the need for boards to have a 
commissioning function; and respond to the belief that boards needed more powers 







The overall purpose of HWBs was, under local government control, to bring together bodies 
from the NHS, Healthwatch and other key sectors to plan how best to meet local health and 
care needs. HWBs were also expected to join up commissioning of local NHS services, social 
care and health improvement strategies, through the mechanisms of consultation and 
partnership in local communities. They were to act as system leads on health and well-being 
improvement and prevention measures. HWBs would also be responsible for the JSNA and 
this would be used to agree combined action at the local level through the production of a 
JHWS (Mumford, 2013, LaPlaca and Knight, 2014). Against this backcloth, the over-arching 
objectives of our evaluation of HWBs were as follows: 
 Describe the varied ways in which HWBs are configured and organised, considering 
key issues such as leadership, governance, membership and citizen involvement 
 Analyse the nature of relationships between HWB members, key stakeholders from 
health and social care, service providers, Healthwatch and other lay interest groups 
 Identify key political, institutional and organisational facilitators and barriers to 
effective leadership and action by HWBs for health improvement and tackling health 
inequalities 
 Work with stakeholders to identify and disseminate examples of good practice for 
collective decision-making and integrated service provision to achieve health 
outcomes. 
 
Summary and interpretation of key findings 
System leadership and governance 
System leadership involves leaders from across a system working collectively around shared 
aims in a way that transcends organisational boundaries and priorities (Hulks et al. 2017; 
Senge 2015; Timmins et al 2015; West et al 2014). For HWBs, our research highlighted that 
they provided a structural opportunity for fulfilment of such a role insofar as being the only 
place where the system coalesced and discussions of health and social care could take place. 
HWBs then provided the forum through which organisational leaders from across the 
system could come together face-to-face as the means through which shared understanding 
and trust necessary for system leadership could be fostered (Hulks et al. 2017). However, 
our findings showed that in reality, whilst there was evidence of good relationship building 
and growing trust among board members, the extent to which HWBs were able to enact a 
system leadership function to mobilise change was stymied by the wider system 
fragmentation and hierarchies it had been envisaged they would overcome.   
Characterised by a lack of strategic direction and collective purpose, HWBs were not 




accountable to their own respective organisations. This in turn was characterised by 
partners having their own agendas and priorities with little leverage evident by boards in 
order to hold partners to account or ensure the priorities of partners were aligned to the 
ヮヴｷﾗヴｷデｷWゲ ﾗa デｴW HWBく Tｴ┌ゲが ┘ｷデｴﾗ┌デ デｴｷゲ IﾗﾉﾉWIデｷ┗ｷデ┞ ;ヴﾗ┌ﾐS ゲｴ;ヴWS ヮ┌ヴヮﾗゲWが HWBゲげ ｷﾐデWｪヴ;ﾉ 
けゲﾗaデげ ヴﾗﾉW ﾗa influencing, engaging and relationship building across the system to drive 
change (Miller et al 2010) was also absent. Boards were seen to lack a shared vision and a 
purpose or to have a clear role and function. This in turn meant there was little ownership 
of JHWS by partners, and boards were not viewed as an intrinsic part of the health and 
social care landscape. It was also reported how developments, demands and mandates in 
other parts of the system (e.g. STPs or NHS priorities) made system leadership difficult. 
Insofar as NHS health priorities came to dominate agendas over a focus on reducing 
inequalities and the wider determinants of public health, this can be seen as a reproduction 
of existing system hierarchies rather than a challenge to them.  
What is clear from the research is that a HWB that displays effective leadership by the board 
needs to have an overall strategic focus underpinned by shared values and principles 
coupled with clear aims and objectives which are agreed, owned and understood by all 
partner organisations. Partnership working built on openness and trust is key: openness to 
the priorities and problems faced by each partner organisation, and a focus on building 
strategies embedded ｷﾐ ヮﾗﾉｷI┞が Wﾐゲ┌ヴｷﾐｪ ;ﾉﾉ ヮ;ヴデﾐWヴゲげ ヮヴｷﾗヴｷデｷWゲ ;ﾐS goals can be utilised in a 
shared strategic framework that is enabling and supportive. In addition, a clear focus on 
what outcomes are to be achieved, by whom and why they are important to each partner 
organisation and which, at a strategic level, is linked to the  JHWS and priorities of the JSNA. 
As Glasby (2012:7) noted: けAHﾗ┗W ;ﾉﾉが デｴW ﾉｷデWヴ;デ┌ヴW ふ;ﾐS ｷﾐSWWS ﾏ┌Iｴ ヴWIWﾐデ ヮﾗﾉｷI┞ぶ ;ヴﾗ┌ﾐS 
WaaWIデｷ┗W ヮ;ヴデﾐWヴゲｴｷヮ ┘ﾗヴﾆｷﾐｪ デWﾐSゲ デﾗ ;ゲゲ┌ﾏW デｴ;デ ヮ;ヴデﾐWヴゲｴｷヮ ｷゲ ;┌デﾗﾏ;デｷI;ﾉﾉ┞ ; けｪﾗﾗS 
デｴｷﾐｪげ ;ﾐS デｴ;デ ｷデ ゲﾗﾏWｴﾗ┘ ｷﾏヮヴﾗves outcomes for service users and carers... In practice, this 
remains a relatively untested assumption, with research and practice often struggling to link 
partnerships to improved outcomes...In particular, the literature tends to focus on issues of 
process (how well are we working together?) not on outcomes (does this make any 
SｷaaWヴWﾐIW デﾗ ゲWヴ┗ｷIWゲ ﾗヴ デﾗ ┌ゲWヴゲいぶげく A clear mapping of what work has already been done in 
these areas (with the help of the VCF sector as discussed in mapping local provision) with 
any new targets together with a clear and easily understandable monitoring and evaluation 
system (in one site we witnessed a traffic light RAG に red, amber, green に dashboard being 
used in terms of the integration of health and social care targets) is desirable. Being 
inclusive in respect of proposed outcomes and inviting non-board organisations onto the 
board (or sub-group) where organisations and the boardげs outcomes and priorities align is 
also desirable practice. As Fillingham and Weir (2014: 14-15) make clear: 
けWhile decision-making across organisational boundaries and traditional governance 
structures is a lengthy and often frustrating process, the lack of shared goals, of collective 
understanding of the issues and of the opportunity to hear from many voices means that 




This failure is also noted by the NICE guidelines (2016: 9) on community engagement in 
improving health and wellbeing and reducing health inequalities. They recommend:  
 Processes that make it as easy as possible for people to get involved.  
 Service contracts for providers that specify the need to collaborate with local 
communities.  
 Help for local services and organisations to build community engagement principles 
into their work...   
 Pﾉ;ﾐﾐｷﾐｪ デﾗ Wﾐゲ┌ヴW デｴW ヴWゲﾗ┌ヴIWゲ ﾐWWSWS aﾗヴ Iﾗﾏﾏ┌ﾐｷデ┞ Wﾐｪ;ｪWﾏWﾐデ ;ヴW ;┗;ｷﾉ;HﾉWぐ 
 Methods of monitoring, evaluating and reporting on engagement with the relevant 
local communities.  
 Processes to ensure learning from community engagement is reflected in health and 
wellbeing initiatives, for example, in the way they are designed or targeted. 
An avenue for boards to focus on key issues was through sub-groups where in-depth and 
honest discussions could be had in a private setting and where the agenda and priorities of 
the board were generally set. However, there was concern over the transparency and 
;IIﾗ┌ﾐデ;Hｷﾉｷデ┞ ﾗa ゲ┌Iｴ ｪヴﾗ┌ヮゲ ┘ｴｷIｴ ┘WヴW SWゲIヴｷHWS H┞ ﾗﾐW ヮ;ヴデｷIｷヮ;ﾐデ ;ゲ デｴW けWﾐｪｷﾐW ヴﾗﾗﾏげ 
of HWBs.  But けデ;ゲﾆ ;ﾐS aｷﾐｷゲｴげ ｪヴﾗ┌ヮゲ ﾏ;┞ HW ; ┘;┞ aﾗヴ┘;ヴS aﾗヴ Hﾗ;ヴSゲ デﾗ Wﾐゲ┌ヴW ヮヴｷﾗヴｷデｷWゲ 
are accomplished.  Such groups could meet regularly and focus upon different aspects of the 
health and wellbeing strategy in terms of monitoring and evaluation of progress and, in the 
first instance, act as the accountable body to partners. There were also discussions about 
partner agencies wanting to be board members and a way of solving this issue in a manner 
which avoided boards becoming too large was offered in site 5, where the chair of the board 
held regular workshops with non-board members to discuss key issues of concern. These 
were seen to be successful and a possible way forward for boards wishing to accommodate 
partner agencies. Such an arrangement of けデ;ゲﾆ ;ﾐS aｷﾐｷゲｴげ ｪヴﾗ┌ヮゲ Iﾗﾏｷﾐｪ デﾗｪWデｴWヴ aﾗヴ ; 
limited period for a specific purpose chimes with Leadbeater (1999) who, while arguing that 
trust is essential for effective partnership working, challenges the notion that it can only be 
present where long-term sustainable relationships have been nurtured. He suggests that 
such an argument may be over-stated and used to provide a convenient excuse for 
partnership failure. He argues that some of the most creative and productive relationships 
are often based on intense, short-term trust and points to the film, advertising and 
entertainment industries as being successful examples of such an approach. For example, he 
gives the example of people and agencies coming together for a relatively short period of 
time in the production of a movie. Task and finish groups and other task based workshops 
could work in a similar manner especially where, as we have noted, HWBs with too large a 
membership can be seen as unwieldy and unproductive.  
Under the Health and Social Care 2012 Act, upper tier local authorities and unitary 
authorities have a statutory duty to develop a JHWS which would be informed by a JSNA. It 




;┌デｴﾗヴｷデｷWゲげ ﾗ┘ﾐ Iﾗﾏﾏｷゲゲｷﾗﾐｷﾐｪ ヮﾉ;ﾐゲ ;Iヴﾗゲゲ ｴW;ﾉデｴ ;ﾐS ゲﾗIｷ;ﾉ I;ヴWが ヮ┌HﾉｷI ｴW;ﾉデｴ ;ﾐS ゲﾗﾏW 
IｴｷﾉSヴWﾐげゲ ゲWヴ┗ｷIWゲく Unfortunately, our study has demonstrated that there was little 
ownership of JHWSs and little accountability for implementing elements of the strategies. 
JHWSs were not seen as an integral part of the health and social care policy landscape. It 
was also the case that such strategies could partly reflect the work of other agencies but, at 
the end of the day, did not add value. It was also discussed that JHWSs had no clear 
mechanisms for achieving outcomes. There was also a lack of accountability on the part 
organisations in delivering elements of JHWSs. The role and impact of HWBs were of central 
ｷﾐデWヴWゲデ ｷﾐ デｴW Hﾗ┌ゲW ﾗa Cﾗﾏﾏﾗﾐゲ Cﾗﾏﾏ┌ﾐｷデｷWゲ ;ﾐS LﾗI;ﾉ Gﾗ┗WヴﾐﾏWﾐデげゲ ふCLGぶ ｷﾐケ┌ｷヴ┞ ｷﾐデﾗ 
the role of local authorities in public health (House of Commons Communities and Local 
Government Committee, 2013). In his written evidence to the Committee, Bentley (2013) 
argued that HWBs acting as a strategic forum had little value if there was no apparatus for 
being precise about what had changed due to the HWB selecting a particular priority, or if 
organisations could not be held to account by the HWB for their contribution, or if it was not 
clear how collaboration had led to any change (although, as we have noted, our research 
participants did value the fact that HWBs were the only place where the system came 
together).  
Bentley was also critical of HWBs which planned to meet quarterly since that would be 
unlikely to generate the momentum required for priorities to be accomplished. The 
infrequency of meetings was also a concern among our study respondents, especially with 
“TP ゲデ;ﾆWｴﾗﾉSWヴゲ ﾏWWデｷﾐｪ ﾏﾗヴW aヴWケ┌Wﾐデﾉ┞ ;ﾐS HWBゲ ゲWWﾐ デﾗ HW Iﾗﾐゲデ;ﾐデﾉ┞ ヮﾉ;┞ｷﾐｪ けI;デIｴ 
┌ヮげく There may be a case, therefore, for boards to pick a few key themes from the JHWSs 
and do them well, as there was some concern expressed to the effect that strategies were 
デﾗﾗ けﾏﾗデｴWヴｴﾗﾗS ;ﾐS ;ヮヮﾉW ヮｷWげ ;ﾐS デヴ┞ｷﾐｪ デﾗ HW ;ﾉﾉ WﾐIﾗﾏヮ;ゲゲｷﾐｪ. Such a scattergun 
approach risked little chance of achieving objectives. It is only through working from the 
bottom-up and across partner organisations in a clear strategic framework that allows the 
opportunity to prevent silo working with agencies focused exclusively on their own 
priorities. This is where task and finish groups may have a useful role to play, meeting more 
frequently than HWBs and thus ensuring regular accountability at all levels both horizontally 
and vertically across the system.  
 
Membership, relationships between HWB membership and key stakeholders 
In the majority of study sites there was an inclusive HWB membership with a high level of 
representation from the key partner organisations. In terms of partnerships and 
collaborative working, trusting and sound relationships had been developed to varying 
degrees in all the sites. However, such membership did not automatically translate into a 
HWB that made decisions and acted in a strategic manner with reasons for this finding 
including: partners having their own priorities and agendas; there being no clear strategic 
direction or agreement for what partners were responsible for in terms of elements of the 




for holding partners to account. These factors may account in part for the lack of 
engagement with STPs and other bodies (for example, NHS trusts were cited for their lack of 
engagement).  
There was also the vexed question of provider involvement on boards. At the follow-up 
interview stage in WP3, all HWBs in our study sites could point to provider involvement to a 
greater or lesser degree, although there had been many discussions by some boards 
particularly on the issue of which providers to involve on the boards. In site 3, for example, 
providers were a part of the board; the board also involved providers in shaping service 
specifications and they were valued for the perspectives they brought. However, there was 
a separation of provider and commissioning governance arrangements. This may represent 
a way forward for other boards seeking how best to involve providers. The report, Health 
and wellbeing boards: engaging effectively with providers (LGA, 2016: 6), highlights that:  
けTｴW ﾏﾗゲデ ゲ┌IIWゲゲa┌ﾉ SWﾉｷ┗Wry of HWB priorities has been achieved when all partners 
are clear on what their remit of influence into strategy and ambition is, and what 
their role is in executing this ambition locally. Taking a specific healthcare priority に 
such as substance misuse に as an initial point of focus has proved a successful 
strategy in areas where development in clarity of role and purpose has been needed. 
This has also helped to ensure that appropriate governance and accountability 
mechanisms (commissioning and contracting) have been established to ensure the 
IﾗﾏﾏｷデﾏWﾐデ ;ﾐS ;IIﾗ┌ﾐデ;Hｷﾉｷデ┞ ﾗa ヮ;ヴデﾐWヴゲ aﾗヴ デｴWｷヴ ヴﾗﾉW ｷﾐ SWﾉｷ┗Wヴｷﾐｪ ﾗﾐ ﾗHﾃWIデｷ┗Wゲげく 
It was found that although there had been elements of successful partnership working 
across the sites historically, this did not necessarily translate into successful partnership 
working at HWB level between existing partner organisations. Previous cultural and 
relational factors had been seen to influence HWBsげ development in addition to the 
evidence of fragmentation of, and policy churn within, the system as already noted. There 
remained tensions between agencies and personnel on HWBs and it was argued by 
participants that the dynamics between partners were important. It was also the case that 
having an effective HWB chair, defined in terms of being a good facilitator at meetings and 
being inclusive, does not necessarily translate into an effective board. There were also 
differing views on the size of HWBs: too large a board membership could result in a lack of 
in-depth discussions while, conversely, a large board could offer a range of perspectives.  
There is no single or right answer to the question of size に it is a matter of judgement to be 
settled in each particular local context in accordance with prevailing circumstances.  
Across the majority of study sites was a clear lack of evidenced outcomes. Insufficient 
accountability, lack of strategic focus and weak or non-existent monitoring were cited as 
factors in terms of there being a deficiency of outcomes.  In our sites, HWBs were criticised 
for lacking identity, having no clear vision or purpose, and our national interviewees noted 




system leadership, defined goals, and engagement were considered to be key factors in 
shaping outcomes by our national actors.  
HWBs in our case study sites demonstrated a lack of strategic decision-making and 
ownership of their JHWSs which may also be factors in the lack of attention to outcomes.  A 
key priority is to communicate to those at the front line the strategic aims in relation to 
their area of work, why they are important, and what goals are to be achieved (both short- 
and long-term), and how those so engaged can contribute to that goal in order to ensure 
ownership and buy-in of the JHWS and its aims.  Arguably, it is only through working from 
the bottom-up and across partner organisations in a clear strategic framework that there 
exists an opportunity to prevent silo working with agencies each focused on their own 
priorities. Given the years of inspection and audit of local government, and the robust 
systems local authorities had in place to monitor performance and risk management, it has 
to be disappointing to find that HWBs demonstrate a lack of commitment to such activities.  
 
Political, institutional and organisational enablers and barriers to leadership and health 
improvement 
HWBs were not introduced at the most auspicious time. System reorganisation nationally, 
particularly with the appearance of the Health and Social Care Act 2012, had the effect of 
destabilising existing partnership networks. With the introduction of HWBs in this 
environment as the forum for the health and care system to work in partnership locally, our 
study found that HWBs had to navigate a multitude of challenges such as organisations 
disbanding and agencies restructuring. Perkins et al (2010; 2014) noted in a systematic 
literature review on public healデｴ ヮ;ヴデﾐWヴゲｴｷヮゲ デｴ;デ デｴW ﾏﾗゲデ WaaWIデｷ┗W けヮ;ヴデﾐWヴゲｴｷヮ ﾆｷﾉﾉWヴげ is 
reorganisation, due to established networks being broken up and personnel relocated or 
leaving. This fragmentation and churn had continued unabated during the course of the 
research, with study sites having to deal with CCGs merging, engaging with multiple 
providers and a constant stream of new policy proposals and initiatives emanating largely 
from central government and the NHS.  
In a time of austerity, HWBs found themselves having to work with organisations, 
particularly those in the VCF sector and local government, facing severe fiscal constraint. A  
report for Public Health England (2015: 7) observed in relation to the VCF sector: けWW SｷS 
not find the...sector consistently at its best. We found many organisations lacking 
confidence, some lacking hope and most torn between following missions which were born 
from their communities and meeting the demands of contracts and grants which were 
defined elsewhere and which in many cases are becoming shorter term, more narrowly 
focused and more medicalised. Partly this was the impact of austerity. There is significant 
and often invisible churn in the sector. In many places the sector is shrinkｷﾐｪげ. Research for 
the Joseph Rowntree Foundation (Hastings et al., 2015) found that the most deprived 
upper-tier and unitary authorities saw cuts of more than £220 per head compared with 




real terms in the most deprived communities by 14% or £65 per head. Conversely, it had 
risen in real terms in the least deprived communities by 8% or £28 per head. More recently, 
the National Audit Office (2018: 4) found a 49.1% real-terms reduction in government 
funding for local authorities, 2010-11 to 2017-18. It also noted that: けAﾉﾗﾐｪゲｷSW ヴWS┌Iデｷﾗﾐゲ ｷﾐ 
funding, local authorities have had to deal with growth in demand for key services, as well as 
absorbing other cost pressures. Demand has increased for homelessness services and adult 
;ﾐS IｴｷﾉSヴWﾐげゲ ゲﾗIｷ;ﾉ I;ヴWく Fヴﾗﾏ ヲヰヱヰ-11 to 2016-17 the number of households assessed as 
homeless and entitled to temporary accommodation under the statutory homeless duty 
increased by 33.9%; the number of looked-after children grew by 10.9%; and the estimated 
number of people in need of care aged 65 and over increased by 14.3%. Local authorities 
have also faced other cost pressures, such as higher national insurance contributions, the 
apprenticeship levy and the N;デｷﾗﾐ;ﾉ Lｷ┗ｷﾐｪ W;ｪWげ. As our study respondents acknowledged, 
this fiscal constraint has had a significant impact on local government, the NHS and the 
various other partner organisations to a greater or lesser degree.  While there was a view 
amongst some interviewees that austerity could provide the trigger to encourage agencies 
to work together more effectively, including by pooling resources, conversely, there was 
also the opposite view, namely, that pressure on resources would encourage agencies to 
retreat into silo working and adopt a protectionist stance.  
Another contextual factor, and one of some concern for study participants, was that 
national priorities invariably took precedence over local HWB priorities; policies such as the 
BCF and latterly STPs were most often cited in this regard.  Indeed, more recently, STPs 
were cited as a major concern. In the four study sites which had STPs, three viewed them as 
an initiative which risked side-lining HWBs. Despite attempts by HWBs to exercise an 
oversight role, the influence they were able to exert in the development of STPs was largely 
minimal. A recent survey by the LGA of 68 councils found that, overall, most perceived there 
to be low engagement in the STP, with 69% stating that councillors have not been 
sufficiently engaged in their STP and 71% believing that councillors were not sufficiently 
involved in the governance of the local STP (LGA, 2017). Over three-quarters reported that 
the HWBs (79%) were successful, at least to some extent, in providing an effective forum for 
engaging councillors in the STP process. However, only 25% reported the STP boards 
themselves to be successful in engaging councillors. The most recent study by Shared 
Intelligence (2017: 2) on HWBs also found that:  
けM;ﾐ┞ ﾏWﾏHWヴゲ ﾗa HWBゲ ;ヴW ｷﾐ┗ﾗﾉ┗WS ｷﾐ デｴW “TP ヮヴﾗIWゲゲが H┌デ ; a┌ﾐS;ﾏWﾐデ;ﾉ IﾗﾐIWヴﾐ 
expressed by our interviewees is the lack of any substantial local political input to 
STPs. Our interviewees pointed to a lack of respect for and understanding of the local 
ヮﾗﾉｷデｷI;ﾉ ヮヴﾗIWゲゲ ｷﾐ デｴW DH ;ﾐS NH“ Eﾐｪﾉ;ﾐSげく  
Furthermore Black and Mays (2016: 1), in a report aﾗヴ デｴW Kｷﾐｪげゲ Fund, note that:  
け[STP] leaders feel there is insufficient know-how, both locally and at the centre, on 




The findings of a survey conducted amongst the VCF sector by the National Association for 
Voluntary and Community Action (NAVCA, 2017: 8) also noted the lack of engagement in 
the STP process by the VCF sector: けIﾐ┗ﾗﾉ┗WﾏWﾐデ ｴ;ゲ ﾉ;ヴｪWﾉ┞ HWWﾐ ヮﾗﾗヴ ﾗヴ けnon-W┝ｷゲデWﾐデげ.  
21.1% Iｴ;ヴ;IデWヴｷゲWS ｷﾐ┗ﾗﾉ┗WﾏWﾐデ ;ゲ けヮﾗﾗヴげ ;ﾐS 31.0% as けnon-existentげく Oﾐﾉ┞ 1.4% viewed 
デｴWｷヴ ｷﾐ┗ﾗﾉ┗WﾏWﾐデ ｷﾐ デｴW “TP ヮヴﾗIWゲゲ ;ゲ けW┝IWﾉﾉWﾐデげく  
Given the role of HWBs as place-based collaborative bodies it might be hoped that STPs 
would have tapped into such a reservoir of knowledge, but according to our study 
participants, for the most part this had not occurred. One reason for such a finding is also 
highlighted in the research に organisations were still in some respects working in silos and, 
to varying degrees, there remained a divide between the NHS, local government, VCF sector 
and other local partners.  
The move of public health into local government was generally welcomed although there 
was a perception that HWBs could do more to focus on the wider determinants of health 
and health inequalities. There was a view held by interviewees that there was too much 
focus on health and social care integration to the detriment of a focus on these wider 
determinants. There was also a view that public health specialists could do more to support 
HWBs to deliver on health inequalities, and in some circumstances their work was not 
always aligned ┘ｷデｴ デｴW Hﾗ;ヴSゲげ ;Iデｷ┗ｷデｷWゲ. As mentioned above, there is a need for boards to 
have clearly defined priorities shaped by place, although, as we have observed, national 
priorities could too often distract and side -track boards with the result that an emphasis on 
integration and the BCF may be the product of national priorities taking precedence over 
local ones. 
 
Decision making: facilitators and barriers 
Boards experienced difficulty with decision-making, and decisions were seen to be taking 
place elsewhere in the system by partner organisations, at different levels and not at the 
HWBく  Bﾗ;ヴSゲ デWﾐSWS デﾗ ヴ;デｷa┞ ﾗヴ けヴ┌HHWヴ ゲデ;ﾏヮげ SWIｷゲｷﾗﾐゲ ;ﾐS, with HWBs having no 
executive power, デｴW┞ ヴWﾉｷWS ﾗﾐ けゲﾗaデ ヮﾗ┘Wヴげ to exert influence, although this had variable 
impact. It was suggested that HWBs could not hold partners adequately to account and 
there was a lack of scrutiny and challenge in general from partners (with sometimes 
Healthwatch being the exception). It was agreed that the lack of monitoring of policies and 
agencies being held to account for policy outcomes was problematic and not an area in 
which the HWBs in our study sites had excelled. In addition, although HWBs may be building 
relationships, and putting in place processes and structures, these do not necessarily lead to 
effective decision-making and outcomes. As our study found, having the right people on, or 
at, the HWB does not necessarily translate into effective decision-making or outcomes. 
Robust relationships and networks built on trust and goodwill and the capacity for 
organisations to work together effectively, not just meeting formally at board level but more 






HWBsげ impact on integrated service provision 
The context of the development of partnerships historically was seen as an important factor 
in sites 3 and 5 in regard to the success of integration. Here, as noted earlier, we saw 
evidence of efforts to promote good partnership working and develop joint arrangements 
and pooled budgets. In one site this precluded the HWB as these arrangements had started 
to be put in place before its formation. In regard to the integration of health and social care, 
a lack of trust and development of relationships could impede any discussion of meaningful 
pooled provision. For instance, in site 1 we saw the HWB not being viewed as a decision-
maker with the strength of robust governance arrangements to undertake meaningful 
health and social care integration.  Where those governance arrangements were in place 
and time was taken to build those relationships and trust then the pooling of budgets に the 
real test for integration に could become possible. HWBs were found to be more effective 
where good relationships were purposively built upon. However, as an earlier report by the 
National Audit Office on health and social care integration (2017: 7) cautions: けTｴW 
Departmentsぐ[of Health and Department for Communities and Local Government] have not 
yet established a robust evidence base to show that integration leads to better outcomes for 
patients... There is no compelling evidence to show that integration in England leads to 
sustainable financial savings or reduced hospital activity. While there are some positive 
examples of integration at the local level, evaluations of initiatives to date have found no 
W┗ｷSWﾐIW ﾗa ゲ┞ゲデWﾏ;デｷIが ゲ┌ゲデ;ｷﾐ;HﾉW ヴWS┌Iデｷﾗﾐゲ ｷﾐ デｴW Iﾗゲデ ﾗa I;ヴW ;ヴｷゲｷﾐｪ aヴﾗﾏ ｷﾐデWｪヴ;デｷﾗﾐげく 
N ear 
Citizen involvement 
It was noted that HWBs had generally done little in the way of public and patient 
involvement with the public not generally attending board meetings. There may be ways for 
HWBs to hold events and workshops on particular issues and themes of concern locally to 
not only highlight the work and role of the board but also to provide an opportunity for 
HWBs to listen and learn. Although there were some good examples of consultation 
undertaken by boards, it was evident that much more could be done. Healthwatch had 
made effective contributions to boards and challenged them on occasion, but it was 
contested that it was not Healthwatchげゲ ヴﾗﾉW デﾗ IﾗﾐS┌Iデ ヮ┌HﾉｷI Wﾐｪ;ｪWﾏWﾐデ ﾗﾐ HWｴ;ﾉa ﾗa デｴW 
HWB.  
There is much that could be done between partner organisations to align public 
engagement strategies, with the HWB exercising a strategic overview in order to reduce any 
duplication, and to ensure clear consistent messages across the health and social care local 
landscape. Our focus groups noted that although the VCF sector was willing to act as a 
conduit for HWBs into local communities, and vice versa, the sector did not have the 
resource and hence the capacity to do this adequately. Again, task and finish groups could 
be a way to ensure that there is little duplication on the ground between the goals of the 
HWB and what is being delivered in communities.  They could also enable HWBs to carry out 




and the VCF sector to share information and evidence. There was concern expressed in 
some sites that the VCF sector was not harnessed effectively or their views sufficiently taken 
into account by HWBs.  As a guide to community-centred approaches for health and 
wellbeing produced by Public Health England argued: けWｴWﾐ ヮヴWヮ;ヴｷﾐｪ デｴWｷヴ ﾃﾗｷﾐデ ゲデヴ;デWｪｷI 
needs assessment (JSNA), Health and Wellbeing Boards should ensure that it is a 
comprehensive assessment of assets as well as needs based on thorough engagement with 
local VCSE ﾗヴｪ;ﾐｷゲ;デｷﾗﾐゲ ;ﾐS ;ﾉﾉ ｪヴﾗ┌ヮゲ W┝ヮWヴｷWﾐIｷﾐｪ ｴW;ﾉデｴ ｷﾐWケ┌;ﾉｷデｷWゲげ (Public Health 
England, 2015: 10, 11). Indeed a report by the National Association for Voluntary and 
Community Action (NAVCA, 2017: 7) found that: けNAVCA ﾏWﾏHWヴゲｴｷヮ ｷﾐ┗ﾗﾉ┗WﾏWﾐデ ┘ｷデｴ 
JSNAs is not so good, with nearly a half saying it is poor (23 per cent) or non-existent (25 per 
IWﾐデぶげく  
 
Strengths and limitations of the evaluation 
Strengths of this evaluation include the use of a mixed methods approach, involving: 
multiple data collection techniques (allowing for the generation of data of sufficient depth 
to address the evaluation objectives); multiple samples (enabling us to capture diverse 
perspectives); and multiple investigators (thereby enhancing the rigour of our analyses). Our 
chosen evaluation design was informed by both realist evaluation principles and complex 
systems thinking, providing additional depth to our findings and conclusions.  
Limitations include the low response rate to our national survey in WP2 and the relatively 
small number of case study sites in WP3.  Instead of achieving our target sample of six local 
authority study sites we had to settle on five in the end.  Several local authorities declined 
the invitation to take part for unknown reasons and others reported having competing 
demands, which included mergers, other types of restructuring and having recently taken 
part in the LGA peer review process. In spite of our sustained efforts over a period of 12 
months, we were unable to recruit a London-based site or a Conservative-led authority. 
Nevertheless, we did manage to obtain a relatively heterogeneous sample, and prolonged 
engagement with the case study sites enabled us to capture and explore changes over time, 
particularly the impact of the STP process on HWBs. However, there were some changes in 
key personnel (e.g. HWB chairs and DsPH) between the initial and follow-up interviews. 
Furthermore, there was a low response rate to invitations to take part in the VCF focus 
groups despite repeated attempts to increase participation. The rapid and constant pace of 
change within the health and social care system, a reality to which we have drawn attention 
already, means that our findings can only be seen as ; けゲﾐ;ヮゲｴﾗデげ ﾗa ヮ;ヴデｷI┌ﾉ;ヴ ヮﾗｷﾐデゲ ｷﾐ 
time.   
Such factors were inevitably beyond our control and, indeed, are evident in all such studies 
and not just the one reported here. However, they do raise broader issues about how best 
to conduct policy research in such dynamic and ever-shifting contexts so that emerging 




In what follows below, and to conclude this report, we have attempted to distil from the 
study findings a set of key insights which may be useful in informing future policy and 
practice. 
 
Implications for policy  
 There needs to be a clear role and purpose for HWBs in terms of how they are 
perceived and situated as a place-based mechanism for the development of health 
and wellbeing. This reassessment takes on an added urgency in the light of STPs and, 
more recently, ACS/Os. There needs to be a clear definition of the role of HWBs and 
STPs and attention given to how they can best work together to improve the health 
and wellbeing of local populations (particularly in regard to the focus on the wider 
determinants of health, prevention and health inequalities) as well as the promotion 
of integrated services 
 The overall health system is fragmented with accountabilities for population health 
also dispersed. In an effort to transform the system, STPs/ACSs have been 
introduced as attempts to overcome such fragmentation and move from a system 
where competitive behaviour has been privileged to one where collaborative 
approaches are to be encouraged and nurtured. But the arrival of STPs/ACSs risks 
creating multiple accountabilities with resources and programmes being duplicated. 
As the only statutory place-based bodies currently in existence, HWBs are ideally 
placed to join together at an STP level to provide strategic oversight (with the 
Greater Manchester Health and Social Care Strategic Partnership Board being the 
basis of such a model); at a local authority level, boards could ensure policy is 
implemented and organisations held to account. 
 There is an argument for having a clearer role definition for HWBs and one that is set 
out in terms of their role in, and the scope for, promoting health and wellbeing, 
commissioning, integration and how these duties can be discharged in the context of 
STPs/ACSs while bearing in mind the need to balance central prescription on the one 
hand and local flexibility on the other hand. Allied to this, the power base of boards 
needs to be clearer together with their decision-making functions, especially with 
respect to local government and CCG decision-making.  
 HWBs do not exercise any formal power to compel agencies to work together and be 
accountable for delivery of JHWS outcomes に けゲﾗaデ ヮﾗ┘Wヴげ ﾗﾐﾉ┞ ｪﾗWゲ ゲﾗ a;ヴ ｷﾐ ﾏﾗゲデ 
instances; a case can be made for HWBs to have executive powers to ensure 
accountability for their actions and the delivery of outcomes. This might include the 
plans and priorities produced by other place-based partnerships or organisations 
(such as STPs/ACSs) having to be formally agreed by HWBs, while ensuring that local 
policies and priorities align with JHWSs with a clear line of accountability to HWBs in 
terms of policy implementation. Consideration might be given to the formation of 




 HWBs should undergo formal scrutiny and have a duty placed on them to involve 
citizens, including holding meetings enabling proper public involvement. 
 HW;ﾉデｴ┘;デIｴげゲ ヴﾗﾉW ゲｴﾗ┌ﾉS HW Iﾉ;ヴｷaｷWS デﾗ Wゲデ;Hﾉｷゲｴ ┘ｴWデｴWヴ デｴW┞ ;ヴW デﾗ HW ヮ;ヴデﾐWヴゲ 
with HWBs rather than watchdogs; this would mean adopting other measure to 
ensure HWBs are held to account.  
Implications for practice 
 HWBs need to have a clear vision of the role, purpose and mechanisms for the 
delivery of outcomes with an emphasis on system leadership through the coming 
together of partners to determine the role and direction of the HWB and perhaps an 
annual evaluation and regular monitoring by HWBs to evaluate progress. 
 Ownership and accountability are key ingredients for a successful HWB. Too 
often partners were seen as having their own (sometimes conflicting) priorities 
and not being held account for JHWS priorities. Workshops, development sessions 
and more informal events (which were seen as valuable and productive) may go 
some way towards improving relationships and collaborative working. 
 The role of sub-ｪヴﾗ┌ヮゲ ;ﾐS けデ;ゲﾆ ;ﾐS aｷﾐｷゲｴげ ｪヴﾗ┌ヮゲ merits exploration, particularly in 
terms of ensuring that policy agendas are moving forward given the general 
infrequency of HWB meetings and as a way of measuring progress and holding 
partners to account; such groups should involve all appropriate stakeholders, from 
the frontline to executive officer level, so that accountability is delivered across the 
system thereby engendering system ownership. It is only through working from the 
bottom-up and across partner organisations in a clear strategic framework that there 
exists an opportunity to overcome silo working whereby agencies remain too 
focused on their own particular priorities to the exclusion of everything else. 
 Robust monitoring and evaluation is needed by HWBs to ensure targets and 
priorities are met.  
 There is an argument for HWBs to identify a few key themes from their JHWSs and 
do them well, since many strategies risk trying to be all-encompassing and therefore 
of failing. 
 Ensuring that the talents and attributes of all partners are utilised requires some 
investment; this would include the VCF sector and providers with a view to 
harnessing their knowledge and expertise as appropriate. 
 Identifying ways for HWBs to engage with, or even lead, the STP/ACS process is a 
matter in need of urgent attention if boards are to have a future; making HWBs the 
accountable body for population health would go some way towards this. 
 In regard to the issue of integration, a lack of trust and development of relationships 
can preclude any discussion of meaningful pooled provision with CCGs; HWBs need 
to have the strength of governance arrangements to undertake meaningful health 
and social care integration. Only then are pooled budgets に the real test for 




 HWBs lack effective public engagement; they need to focus on how to engage with 
the public and, more importantly, why. Such engagement cannot be tokenistic but 
should be centred on a pressing local health priority.  
 
Conclusions  
Our research has demonstrated that, by and large, respondents valued HWBs and were only 
too well aware that they are the only place where the system can come together. Boards 
have the potential to act, as one participant put it, ;ゲ けデｴW HW;デｷﾐｪ ｴW;ヴデげ ﾗa ｴW;ﾉデｴ ｷﾐ デｴW 
local landscape. Unfortunately, HWBs in their current form are for the most part unable to 
occupy this pivotal role or to function accordingly. They have little power to hold partners 
and organisations to account, and other place-based mechanisms, notably STPs/ACSs, have 
a larger geographical footprint and arguably more traction on the system because of the 
investment in, and expectations of, them. It is hardly surprising, therefore, that STPs were 
viewed by study participants as potentially eclipsing HWBs.  With the advent of ACSs, the 
eclipse risks becoming total.    
It is no exaggeration to conclude, as speakers at the project national event held in 
September 2017 did, that HWBs are currently at a crossroads with two possible future 
scenarios ahead of them.  The first scenario involves HWBs being revisited and reconstituted 
to assume responsibility as the accountable organisation for the delivery of place-based 
population health in an area, with STPs/ACSs and CCGs being held accountable to boards.  
An alternative scenario would see HWBs merely becoming, or continuing to be on the basis 
of the evidence from our study, talking shops which are effectively left to wither on the vine 
as STPs/ACSs effectively take over their role and function. 
We suggest this second scenario would be regrettable for a number of reasons notably the 
following:  HWBs enjoy member participation from the highest levels in partner 
organisations; they are the only body with a democratic accountability and the only body 
able to connect with, and respond to, local communities. They are, therefore, well placed to 
;Iデ ;ゲ けデｴW HW;デｷﾐｪ ｴW;ヴデげ ｷn coordinating population health. Unfortunately, in their present 
form they do not have the power to hold partners to account and act as a binding decision-
making body.  Consequently, JHWSs are not adhered to, and plans and strategies are not 
always co-ordinated or followed up to ensure they are implemented.   This can only be 
regarded as a waste in terms of the potential of HWBs to reduce duplication in the system 
and ensure scare resources are used wisely and to best effect.   
HWBs could have a very bright future, reasserting their focus on their place leadership 
ヴﾗﾉW ;ﾐS HWｷﾐｪ けデｴW ;ﾐIｴﾗヴゲ ﾗa ヮﾉ;IW ｷﾐ ; ゲW; ﾗa ﾐW┘ ｷﾐｷデｷ;デｷ┗Wゲげ ふCouncillor Izzi 
Seccombe, Chair, LGA Community and Wellbeing Board, speaking at the project 
national event in September 2017).  They just require the means to do so and to be 
given the support to enable them to realise what remains, by and large, their untapped 
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Appendix A:   Relevant sections of the Health and Social Care Act 2012 
 
HEALTH AND WELLBEING BOARDS: ESTABLISHMENT 
194. Establishment of Health and Wellbeing Boards 
(1) A local authority must establish a Health and Wellbeing Board for its area. 
(2) The Health and Wellbeing Board is to consist ofね 
(a) subject to subsection (4), at least one councillor of the local authority, nominated in 
accordance with subsection (3), 
(b) the director of adult social services for the local authority, 
(c) デｴW SｷヴWIデﾗヴ ﾗa IｴｷﾉSヴWﾐげゲ ゲWヴ┗ｷIWゲ aﾗヴ デｴW ﾉﾗI;ﾉ ;┌デｴﾗヴｷデ┞が 
d) the director of public health for the local authority, 
(e) a representative of the Local Healthwatch organisation for the area of the local 
authority, 
(f) a representative of each relevant clinical commissioning group, and 
(g) such other persons, or representatives of such other persons, as the local authority 
thinks appropriate. 
(3) A nomination for the purposes of subsection 2a) must be madeね 
(a) in the case of a local authority operating executive arrangements, by the elected mayor 
or the executive leader of the local authority; 
(b) in any other case, by the local authority. 
(4) In the case of a local authority operating executive arrangements, the elected mayor or 
the executive leader of the local authority may, instead of or in addition to making a 
nomination under subsection (2)(a), be a member of the Board. 
(5) The Local Healthwatch organisation for the area of the local authority must appoint one 
person to represent it on the Health and Wellbeing Board. 
(6) A relevant clinical commissioning group must appoint a person to represent it on the 




(7) A person may, with the agreement of the Health and Wellbeing Board, represent more 
than one clinical commissioning group on the Board. 
(8) The Health and Wellbeing Board may appoint such additional persons to be members of 
the Board as it thinks appropriate. 
(9) At any time after a Health and Wellbeing Board is established, a local authority must, 
before appointing another person to be a member of the Board under subsection (2)(g), 
consult the Health and Wellbeing Board. 
(10) A relevant clinical commissioning group must co-operate with the Health and Wellbeing 
Board in the exercise of the functions of the Board. 
(11) A Health and Wellbeing Board is a committee of the local authority which established it 
and, for the purposes of any enactment, is to be treated as if it were a committee appointed 
by that authority under section 102 of the Local Government Act 1972. 
(12) But regulations may provide that any enactment relating to a committee appointed 
under section 102 of that Act of 1972ね 
(a) does not apply in relation to a Health and Wellbeing Board, or 
(b) applies in relation to it with such modifications as may be prescribed in the regulations. 
(13) In this sectionね 
(a) さWﾐ;IデﾏWﾐデざ ｷﾐIﾉ┌SWゲ ;ﾐ Wﾐ;IデﾏWﾐデ Iﾗﾐデ;ｷﾐWS ｷﾐ ゲ┌HﾗヴSｷﾐ;デW ﾉWｪｷゲﾉ;デｷﾗﾐ ふ┘ｷデｴｷﾐ デｴW 
meaning of the Interpretation Act 1978); 
(b) さWﾉWIデWS ﾏ;┞ﾗヴざが さW┝WI┌デｷ┗W ;ヴヴ;ﾐｪWﾏWﾐデゲざ ;ﾐS さW┝WI┌デｷ┗W ﾉW;SWヴざが ｷﾐ ヴWﾉ;デｷﾗﾐ デﾗ ; ﾉﾗI;ﾉ 
authority, have the same meaning as in Part 1A of the Local Government Act 2000; 
(c) さヴWﾉW┗;ﾐデ IﾉｷﾐｷI;ﾉ Iﾗﾏﾏｷゲゲｷﾗﾐｷﾐｪ ｪヴﾗ┌ヮざが ｷﾐ ヴWﾉ;デｷﾗﾐ デﾗ ; ﾉﾗI;ﾉ ;┌デｴﾗヴｷデ┞が ﾏW;ﾐゲ ;ﾐ┞ 
clinical commissioning group whose area coincides with or falls wholly or partly within the 
area of the local authority. 
(14) Iﾐ デｴｷゲ ゲWIデｷﾗﾐ ;ﾐS ｷﾐ ゲWIデｷﾗﾐゲ ヱΓヵ デﾗ ヱΓΓが さﾉﾗI;ﾉ ;┌デｴﾗヴｷデ┞ざ ﾏW;ﾐゲね 
(a) a county council in England; 
(b) a district council in England, other than a council for a district in a county for which there 
is a county council; 
(c) a London borough council; 
(d) the Council of the Isles of Scilly; 




HEALTH AND WELLBEING BOARDS: FUNCTIONS 
195. Duty to encourage integrated working 
(1) A Health and Wellbeing Board must, for the purpose of advancing the health and 
wellbeing of the people in its area, encourage persons who arrange for the provision of any 
health or social care services in that area to work in an integrated manner. 
(2) A Health and Wellbeing Board must, in particular, provide such advice, assistance or 
other support as it thinks appropriate for the purpose of encouraging the making of 
arrangements under section 75 of the National Health Service Act 2006 in connection with 
the provision of such services. 
(3) A Health and Wellbeing Board may encourage persons who arrange for the provision of 
any health-related services in its area to work closely with the Health and Wellbeing Board. 
(4) A Health and Wellbeing Board may encourage persons who arrange for the provision of 
any health or social care services in its area and persons who arrange for the provision of 
any health-related services in its area to work closely together. 
(5) Any reference in this section to the area of a Health and Wellbeing Board is a reference 
to the area of the local authority that established it. 
(6) In this sectionね 
さデｴW ｴW;ﾉデｴ ゲWヴ┗ｷIWざ ｴ;ゲ デｴW ゲ;ﾏW ﾏW;ﾐｷﾐｪ ;ゲ ｷﾐ the National Health Service Act 2006;  
さｴW;ﾉデｴ ゲWヴ┗ｷIWゲざ ﾏW;ﾐゲ ゲWヴ┗ｷIWゲ デｴ;デ ;ヴW ヮヴﾗ┗ｷSWS ;ゲ ヮ;ヴデ ﾗa デｴW ｴW;ﾉデｴ ゲWヴ┗ｷIW ｷﾐ Eﾐｪﾉ;ﾐSき  
さｴW;ﾉデｴ-ヴWﾉ;デWS ゲWヴ┗ｷIWゲざ ﾏW;ﾐゲ ゲWヴ┗ｷIWゲ デｴ;デ ﾏ;┞ ｴ;┗W ;ﾐ WaaWIデ ﾗﾐ デｴW ｴW;ﾉデｴ ﾗa 
individuals but are not health services or social care services;  
さゲﾗIｷ;ﾉ I;ヴW ゲWヴ┗ｷIWゲざ ﾏW;ﾐゲ ゲWヴ┗ｷIWゲ デｴ;デ ;ヴW ヮヴﾗ┗ｷSWS ｷﾐ ヮ┌ヴゲ┌;ﾐIW ﾗa デｴW ゲﾗIｷ;ﾉ ゲWヴ┗ｷIWゲ 
functions of local authorities (within the meaning of the Local Authority Social Services Act 
1970).  
196. Other functions of Health and Wellbeing Boards 
(1) The functions of a local authority and its partner clinical commissioning groups under 
sections 116 and 116A of the Local Government and Public Involvement in Health Act 2007 
ふさデｴW ヲヰヰΑ AIデざぶ ;ヴW デﾗ HW W┝WヴIｷゲWS H┞ デｴW HW;ﾉデｴ ;ﾐS WWﾉﾉHWｷﾐｪ Bﾗ;ヴS Wゲデ;HﾉｷゲｴWS H┞ デｴW 
local authority. 
(2) A local authority may arrange for a Health and Wellbeing Board established by it to 
exercise any functions that are exercisable by the authority. 
(3) A Health and Wellbeing Board may give the local authority that established it its opinion 




(4) The power conferred by subsection (2) does not apply to the functions of the authority 
by virtue of section 244 of the National Health Service Act 2006. 
 
HEALTH AND WELLBEING BOARDS: SUPPLEMENTARY 
197. Participation of NHS Commissioning Board 
(1) Subsection (2) applies where a Health and Wellbeing Board is (by virtue of section 
196(1)) preparingね 
(a) an assessment of relevant needs under section 116 of the Local Government and Public 
Involvement in Health Act 2007, or 
(b) a strategy under section 116A of that Act. 
(2) The National Health Service Commissioning Board must appoint a representative to join 
the Health and Wellbeing Board for the purpose of participating in its preparation of the 
assessment or (as the case may be) the strategy. 
(3) Subsection (4) applies where a Health and Wellbeing Board is considering a matter that 
relates to the exercise or proposed exercise of the commissioning functions of the National 
Health Service Commissioning Board in relation to the area of the authority that established 
the Health and Wellbeing Board. 
(4) If the Health and Wellbeing Board so requests, the National Health Service 
Commissioning Board must appoint a representative to join the Health and Wellbeing Board 
for the purpose of participating in its consideration of the matter. 
(5) The person appointed under subsection (2) or (4) may, with the agreement of the Health 
and Wellbeing Board, be a person who is not a member or employee of the National Health 
Service Commissioning Board. 
(6) In this sectionね 
さIﾗﾏﾏｷゲゲｷﾗﾐｷﾐｪ a┌ﾐIデｷﾗﾐゲざが ｷﾐ ヴWﾉ;デｷﾗﾐ デﾗ デｴW N;デｷﾗﾐ;ﾉ HW;ﾉデｴ “Wヴ┗ｷIW Cﾗﾏﾏｷゲゲｷﾗﾐｷﾐｪ Bﾗ;ヴSが 
means the functions of the Board in arranging for the provision of services as part of the 
health service in England;  
さデｴW ｴW;ﾉデｴ ゲWヴ┗ｷIWざ ｴ;ゲ デｴW ゲ;ﾏW ﾏW;ﾐｷﾐｪ ;ゲ ｷﾐ デｴW N;デｷﾗﾐ;ﾉ HW;ﾉデｴ “Wヴ┗ｷIW AIデ ヲヰヰヶく  
198. Discharge of functions of Health and Wellbeing Boards 
Two or more Health and Wellbeing Boards may make arrangements forね  
(a) any of their functions to be exercisable jointly; 




(c) a joint sub-committee of the Boards to advise them on any matter related to the exercise 
of their functions. 
199. Supply of information to Health and Wellbeing Boards 
(1) A Health and Wellbeing Board may, for the purpose of enabling or assisting it to perform 
its functions, request any of the following persons to supply it with such information as may 
be specified in the requestね 
(a) the local authority that established the Health and Wellbeing Board; 
(b) any person who is represented on the Health and Wellbeing Board by virtue of section 
194(2)(e) to (g) or (8); 
(c) any person who is a member of a Health and Wellbeing Board by virtue of section 
194(2)(g) or (8) but is not acting as a representative. 
(2) A person who is requested to supply information under subsection (1) must comply with 
the request. 
(3) Information supplied to a Health and Wellbeing Board under this section may be used by 
the Board only for the purpose of enabling or assisting it to perform its functions. 
(4) Information requested under subsection (1) must be information that relates toね 
(a) a function of the person to whom the request is made, or 








Appendix B: National online survey questionnaire 
 
PART 1: COMPOSITION AND ORGANISATION  
1. How many members are there on your local Health and Wellbeing Board?  
 
2. How many members, on average, regularly attend Board meetings?  
 
ンく Iﾐ ┞ﾗ┌ヴ ﾗヮｷﾐｷﾗﾐが ｷゲ デｴW ゲｷ┣W ﾗa デｴW Bﾗ;ヴSぐい  
 
Too big   Too small   Just right  
 
4. Do you think the right people are around the table?  
 
Yes    No    Not sure  
 
If you have answered no, who/which organisations do you think is missing?  
 
5. Who chairs your local Health and Wellbeing Board?  
 
Elected lead member for health   Leader of the council  
Executive mayor  
Clinical commissioning group (CCG) chair  Other (please specify)  
 
6. How often does the board meet?  
 
More than once a month    Every month  
Every 6 to 8 weeks     Quarterly  
Less often  
 
Αく Iﾐ ┞ﾗ┌ヴ ﾗヮｷﾐｷﾗﾐが ｷゲ デｴｷゲぐい  
 
Too often   Not often enough  Just right  
 
8. In your opinion, does the board have the necessary support (eg human and financial resources) to 
do its job?  
 
Yes    No    Not sure  
 
9. What sub-structures (e.g. delivery partnerships, working groups, etc) exist to support the Board?  
 
9a. Please feel free to comment on these structures here and/or include a weblink to further 
information (e.g. an organisational diagram).  
 
9b. How do these sub-structures feed into the decisions of the Health and Wellbeing Board? Please 
select all that apply.  
 
a) Regular report     b) Report by exception  
c) Presentations at Board meetings   d) Other (please specify)  
 





PART 2: PRIORITIES  
11. What are the priorities of your local Health and Wellbeing Board, in terms of improving the 
health and wellbeing of local communities?  
 
12. How is the board working towards delivering against these priorities?  
 
13. In your opinion, how relevant is the local Health and Wellbeing Strategy to current priorities?  
 
Not at all relevant     Somewhat relevant  
Quite relevant      Very relevant  
Not sure  
 
14. Was the Health and Wellbeing Strategy developed in line with:  
 
i) The local Joint Strategic Needs Assessment  Yes / No / Not sure  
ii) Local CCG commissioning intentions   Yes / No / Not sure  
iii) NHS England commissioning intentions  Yes / No / Not sure  
iv) Public Health England priorities   Yes / No / Not sure  
v) Local political priorities    Yes / No / Not sure  
vi) The public health outcomes framework  Yes / No / Not sure  
vii) Other (please specify)    Yes / No / Not sure  
 
15. Please use the space below if there is anything else you would like to add here [OPTIONAL]  
 
ぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐ  
PART 3: RELATIONSHIPS  
ヱヶく Hﾗ┘ ┘ﾗ┌ﾉS ┞ﾗ┌ SWゲIヴｷHW ┞ﾗ┌ヴ Iｴ;ｷヴげゲ leadership style?  
 
17. What is the quality of the relationships between the Board and the following partners:  
 
a) Healthwatch      Very good / Good / Neutral / Bad / Very bad  
b) Clinical commissioning group(s)   Very good / Good / Neutral / Bad / Very bad  
c) Service providers     Very good / Good / Neutral / Bad / Very bad  
d) Voluntary, community and faith sector  Very good / Good / Neutral / Bad / Very bad  
e) Local government     Very good / Good / Neutral / Bad / Very bad  
f) NHS England      Very good / Good / Neutral / Bad / Very bad  
g) Public Health England    Very good / Good / Neutral / Bad / Very bad  
h) Other (please specify)    Very good / Good / Neutral / Bad / Very bad  
 
18. How does the board hold these partners accountable in pursuit of its objectives as set out in the 
Health Wellbeing Strategy or elsewhere?  
 
19. How does scrutiny of the Board take place? Please give examples.  
 
20. Does the Board have a public engagement strategy?  
 
Yes   No     Not sure  
 





21. How does the Board ensure public engagement, particularly with groups that are typically 
marginalised or excluded?  
 
22. In your opinion, is public engagement in the Board adequate?  
 
Yes   No    Not sure  
 
23. Please use the space below if there is anything else you would like to add here [OPTIONAL]  
 
ぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐ  
PART 4: BARRIERS AND ENABLING FACTORS  
24. In the context of your local Health and Wellbeing Board, what are the three main barriers to 
success?  
 
25. What efforts are being taken to overcome these barriers?  
 
26. In the context of your local Board, what are the three main factors that support or enable 
success?  
 
27. Please use the space below if there is anything else you would like to add here [OPTIONAL]  
 
ぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐ  
PART 5: PROGRESS  
28. What have been the main successes, highlights or achievements of the Board to date?  
 
29. How is success measured by your Health and Wellbeing Board?  
 
30. What have been the main challenges, failures or disappointments of the Board to date?  
 
31. What is likely to be the impact of the Board in the:  
a) Short-term   b) Medium-term  c) Long-term  
 
32. What plans does the Board currently have for the future?  
 
33. Please use the space below if there is anything else you would like to add here [OPTIONAL]  
 
ぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐぐ  
PART 6: YOUR DETAILS [OPTIONAL; TREATED AS CONFIDENTIAL] 
35. Please provide the name of your authority:  
36. Where are you based?  
 
North East   North West   Yorkshire and Humber  
West Midlands   East Midlands   South East  
South West   East    London  
 
37. What is your role within the local authority?  
 
Elected lead member for health   Elected member に other  
Executive mayor     Leader of the council  
Chief executive      Director of public health  




Appendix C: National stakeholder initial interview schedule 
 
 Please describe your background/role in developing/implementing introduction of 
Health and Wellbeing Boards and their role in health, social care and public health.  
 
 What were the key drivers for the introduction of HWBs?  
 
 What was the policy to move public health responsibilities to HWBs intended to 
achieve?  
 
 How are HWBs as a policy instrument intended to achieve these objectives?  
 
 What challenges are HWBs facing in achieving their objectives? Did these challenges 
influence/taken into account in policy design? How?  
 
 What unintended consequences might arise, or are arising, from HWBs?  
 
 What does a successful HWB look like? (Prompts: leadership, partnership, strategy, 
mechanisms for collective decision-making, enhanced democracy/engagement, etc)  
 
 What factors or conditions impact on differences in the configuration and operation 
of HWBs across the country?  
 
 Examples of successful HWBs we should visit? Examples of more challenging HWBs?   
 
 What change(s) in future for HWBs would you like to see happen? How do you see 
them evolving?  
 
 What change(s) in future for HWBs do you think is/are likely to take place?  
 
 Three key issues to discuss in more depth に partnership, leadership and strategy  
 







Appendix D: National stakeholder follow-up interview schedule 
 
 Please describe your role and how this has changed in the last 12 months (if at all), 
particularly in relation to HWBs 
 
 From your perspective, what were HWBs set up to achieve? Have the key drivers for 
their introduction remained valid? Has their role or significance changed in the last 
12 months? If so, in what way(s)?    
 
 What challenges are HWBs currently facing in achieving their objectives? Have these 
challenges changed in the last 12 months? If so, in what way(s)?  
 
 What factors or conditions currently impact on differences in the configuration and 
operation of HWBs across the country? (Prompts: differences in membership) 
 
 What does a successful HWB look like? Are you aware of any particular examples of 
good practice? (Prompts: systems leadership, partnership, strategy, mechanisms for 
collective decision-making, enhanced democracy/public engagement, etc) 
 
 What level of influence do HWBs have on the health and social care agenda in their 
communities? 
 
 How far is the wider policy landscape presenting any challenges or opportunities for 
HWBs (e.g. STPs, integration of services)? 
 
 How do you see HWBs evolving in future? (Prompts: impact of STPs, devolution, etc) 
 
 What change(s) in future would you like to see for HWBs? (NB: Becoming more or 
less important? And explain any difference between this and answer to previous 
question) 
 







Appendix E: Case study initial interview schedule 
 
 Describe your background and role with regards to the Health and Wellbeing Board 
 
 DWゲIヴｷHW ;ヴW;げゲ ヮヴW┗ｷﾗ┌ゲ W┝ヮWヴｷWﾐIW ﾗa ヮ;ヴデﾐWヴゲｴｷヮ ┘ﾗヴﾆｷﾐｪ ｷﾐ ｴW;ﾉデｴ ;ﾐS ゲﾗIｷ;ﾉ I;ヴW 
and public health. Has it made a difference/had a positive effect? If so, how and 
why? Have lessons been drawn from this and applied to HWB?  
 
 Describe the mechanisms by which the board has/plans to engage and involve the 
public 
 
 What are the main opportunities and challenges faced locally?  
 
 What is the board trying to achieve? Has it succeeded/is it likely to succeed? If so, 
why? If not, why? Provide example of success? 
 
 Describe leadership and leadership style of the board and by the board 
 
 How are decisions made?  
 
 Has the HWB changed the way in which its partner organisations work? If so, in what 
ways?  
 
 What are the key local barriers to effectiveness? What are the key success factors? 
 
 What if there was no HWB に would anyone notice?  Would it be missed? Would 
things still get done? 
 







Appendix F: Case study follow-up interview schedule 
 
Opening questions 
 How long have you been in post?  
 If not new in post, has your role changed in the last 12 months?  
Context 
 Have there been any changes in the local or national context over the past year that 
have impacted on the work of the board?  
 What impact has the STP process had on the board in the last year? 
 What impact has the devolution agenda had on the HWB in the last year?  
 Have austerity and fiscal pressures influenced or constrained the work of the board 
in the last year? If so, in what way(s)?  
Mechanisms 
Board composition and partnerships 
 Has the membership of the board changed over the past year? 
 Are there organisations who have recently expressed a wish to be represented on 
the board? Are there other organisations that you think should be at the table? 
 Are all members of the board engaged and has this changed in the last year? 
Leadership 
 Has the leadership of the board changed at all? If so, what has been the impact? 
 How influential is the board in the local health and social care landscape? Is it viewed 
as a system leader and, if so, what is your understanding of this term?  
 Has this system leadership changed in the last year? If yes or no, what are the factors 
accounting for the change? 
Decision-making 
 Have the priorities of the board changed in the last 12 months? If so, in what ways 
and why? 
 Has there been any change in the way the board makes decisions in the last year?  
 Has the nature or composition of any sub-groups of the board changed in the last 
year or have any new sub-groups been created? What are the reasons for this?  
 Are the JSNA and JHWS factored into the decision-making process at all levels? If yes 
or no, what are the reasons for this? 




 What impacts do national agendas have on the board? Have these changed over the 
last year? 
 Has there been any change over the last year in the ability of board members to 
ｴ;┗W けｴﾗﾐWゲデ Iﾗﾐ┗Wヴゲ;デｷﾗﾐゲげ ;ヴﾗ┌ﾐS けSｷaaｷI┌ﾉデ SWIｷゲｷﾗﾐゲげい  
Integration of health and social care  
 What, if any, developments have there been in the integration of health and social 
care agenda in the last year, specifically in relation to the work of the HWB?  
 What are the opportunities and challenges in the future in terms of integration? 
Public, patient and service user engagement 
 Have there been any changes in the last year in terms of how the public has been 
engaged by the board? If so, what is the nature of these and what has their impact 
been?  
 Are there any plans for wider engagement? If so, what are these? If not, why not? 
 Has the role, scope and impact of Healthwatch changed in the last 12 months and 
what are the reasons for this? Has this affected public engagement in any way?  
 Has the role, scope and impact of the VCSE changed in the last 12 months and what 
are the reasons for this? Has this affected public engagement in any way?  
Outcomes 
 Have any of the JHWS priorities been translated into outcomes in the last year? 
 Are there other examples of successful outcomes in the health and social care arena 
which have been influenced by the board in the last year? 
 Have there been any changes in the mechanisms in place to monitor or evaluate the 
success of programmes and policy?  
 Are there regular reports from sub-groups and other bodies? Are there any examples 
of progress by these bodies that you believe has been influenced by the board? 
Closing questions  
 What are the key challenges you see facing the HWB in the next 12 months? 
 What are the key opportunities you see facing the HWB in the next 12 months? 
 If there was no HWB, would it be missed? Would anyone notice? Is there anything 
that would not get done?  
 If you were in charge of deciding the future of HWBs nationally, what would you do 
differently?  





Appendix G: VCF focus group topic guide 
 
 Are you aware of the local HWB and what it does? 
 
 If aware, how do you hear about what it does? 
 
 Did you have any involvement as it was being set up? Were you engaged in agenda-
setting, looking at priorities for the Board, etc? 
 
 Are you aware of news bulletins, website, fora, etc, relating to the HWB? 
 
 Links with Healthwatch? 
 
 What do you think works and does not work in relation to the HWB? 
 
 Does HWB reach into all communities for engagement? 
 
 What would good engagement look like to you? 
 


















Appendix H: Example of coding framework for follow up national interviews 
 
Name of node: Role. Description: Please describe your role and how this has changed in the 
last 12 months (if at all) particularly in relation to HWBs. 
Name of node: HWBs set up to achieve Description: What were HWBs set up to achieve? 
Sub node name: Role and significance of HWBs Description: Has the role or significance of HWBs 
changed in the last 12 months and if so, in what ways? 
Sub node name: Key stakeholders. Description: Bringing together key stakeholders into one forum. 
Sub node name: Public health into local government. Description: Impact of move of public health 
into local government on HWBs 
Sub node name: Prevention. Description: HWBs arena for promoting prevention  
Sub node name: Wider determinants of health: Description: Addressing the wider determinants of 
health and health inequalities 
Name of node: Drivers. Description: Have the key drivers for the introduction of HWBs 
remained valid?  
Sub node name: Policy. Have the policy drivers for the introduction of HWBs remained valid? 
Name of node: Challenges currently facing HWBs. Description: What challenges are HWBs 
currently facing in achieving their objectives? 
Sub node name: Challenges - changes in last 12 months. Description: Have the challenges facing 
HWBs changed in the last 12 months? 
Sub node name: Commissioning. Description: The level of influence on commissioning decisions by 
HWBs 
Sub node name: Fragmented system. Description: the challenges facing HWBs in a fragmented 
health and social care system 
Name of node: Configuration of HWBs. Description: What factors or conditions impact on in 
the configuration of HWBs across the country? 
Sub node name: Providers. Description: The role and function of providers on HWBs.  
Sub node name: Partners needed to be on HWB: Description: Partners who need to be included on 
HWBs 
Name of node: What does a successful HWB look like? Description: What does a successful 




Sub node name: Examples of good practice. Description: Examples of good practice in terms of a 
successful HWB 
Sub node name: Decision Making. Description:  What does a successful HWB look like? Mechanisms 
for collective decision making 
Sub node name:  Impact and outcomes. Description: What does a successful HWB look like? Impact 
and outcomes in terms of health improvement/inequalities/prevention? 
Sub node name: Monitoring: Description: mechanisms for monitoring outcomes 
Sub node name: Accountability. Description: Holding partners to account for outcomes 
Sub node name: Partnership. Description: What does a successful HWB look like? Partnership 
Working 
Sub node name: Relationships. Description: The importance of trust and good relationships in HWBs 
Sub node name: Public, patient involvement. Description: The role of HealthWatch and the 
voluntary sector and methods for engaging the public 
Sub node name: Public Engagement. Description: What does a successful HWB look like? Enhanced 
democracy and public engagement 
Sub node name: Strategy. Description: What does a successful HWB look like? Strategy 
Sub node name: Wider determinants. Description: The importance of focus on the wider 
determinants of health by HWBs.  
Name of Node: Leadership. Description: leadership of the HWB 
Name of Node: Level of influence in health and social care. Description: Level of influence 
HWBs have on health and social care in their local communities 
Name of Node: Policy Landscape - challenges and opportunities. Description: How far the 
wider policy landscape presenting challenges and opportunities for HWBs generally 
 
Sub node name:  Devolution. Description: How the devolution agenda is presenting challenges and 
opportunities for HWBs 
Sub node name:  Co-terminosity. Description: the presence or lack of co-terminosity of footprints in 
regard to local authority, CCG, STP and devolution administrative areas and complex organisational 
geography. 
Sub node name:  Integration. Description: How the integration of health and social care is 




Sub node name:  Resources. Description: How austerity and fiscal constraint are presenting 
challenges and opportunities for HWBs 
Sub node name: STPs. Description: How STPs are presenting challenges and opportunities for HWBs 
Sub node name: CCGs. Description: level of engagement of CCGs with HWBs 
Sub node name: Health and Wellbeing Strategy. Description: The scope and impact of the Health 
and Wellbeing Strategy. 
Sub node name: JSNA. Description: The scope and impact of the JSNA. 
Node name: HWBs evolving in the future. Description: How HWBs will evolve in the future 
Sub node name: Executive Power. Description: HWBs need more executive power 
Sub node name: Future of HWBs. Description: What changes would like to see in the future for 
HWBs 
Sub node name: Significance. Description: HWBs become more or less important/significant in the 
future 
Sub node name: integration: Description: the need for further integration of provision 
Node name: Issues not covered. Description: Issues not covered in the interview 
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